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ABSTRACT 
 
 
Research studies have reported that many organisations implement a 
performance management and development system. However, it is often not as 
effective as it is intended. Against this background, the purpose of this study 
was to evaluate the effectiveness of the performance management and 
development in the Eastern Cape Liquor Board (ECLB). 
 
The study emphasised the importance of an organisational culture that supports 
management of performance in order for the system to be effective. The study 
further highlighted that alignment between the performance of individuals and 
the organisation is critical as all efforts have to focus on the achievement of the 
organisational vision. The study also emphasised the importance of a process 
of determining key performance areas that is transparent and involves 
participation by all employees. The study further argued that the development 
and rewarding of employees for performance is crucial in ensuring an effective 
performance management system. 
 
The target population for this study consisted of ECLB employees including the 
district offices. The findings suggested that when the performance management 
and development system is not implemented in its entirety it cannot be effective. 
Furthermore, the findings revealed that ECLB implements some of the elements 
of the system correctly whilst other areas still require more attention. 
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CHAPTER ONE  
INTRODUCTION AND BACKGROUND 
 
1.1 Introduction 
 
Performance management is an approach designed to achieve the strategic 
objectives of the organisation, helping each employee understand and 
recognise his or her contribution to the strategic objectives and thus manage 
and enhance the performance of the organisation (Thompson, Strickland and 
Gamble, 2011).  This process is intended to direct the energy of all the 
employees in the organisation towards achieving the strategic goals and 
objectives. 
 
However, in most organisations performance management is confused with 
performance appraisal. Performance appraisal is the practice of assessing 
the employee’s performance which is conducted once or twice a year. This 
session is intended to improve current performance, provide feedback, 
increase motivation, identify training needs, identify potential and let the 
employee know what is expected of him or her. It should also focus on career 
development, rewarding performance and solving problems. It is, therefore, a 
broad concept and is not only about the monetary reward which is the case in 
most organisations (Werner, 2012). 
 
Based on the above background, it is imperative that a study be conducted, 
or existing research be expanded, on evaluating the effectiveness of the 
performance management and development system implemented.  
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The study will be conducted within the Eastern Cape Liquor Board (ECLB) in 
the Eastern Cape Province. ECLB is an entity of the Department of Economic 
Development Environmental Affairs and Tourism (DEDEAT). It is established 
in terms of the Eastern Cape Liquor Act No 10 of 2003 for regulating the 
retail and micro manufacturing of liquor in the province.  The study will 
include management and employees based in the Head Office and the 
districts.  
 
The results of the study will provide management with insight into whether 
employees view the current performance management and development 
system as adding value to their development and towards achieving the 
goals of the organisation. It will further provide them with recommendations 
on what can be implemented to solve any problems identified by the study 
and contribute to the existing literature on performance management.  
 
1.2 Problem Statement 
 
According to Werner (2012) performance management is defined as a 
system that consists of intertwined elements designed to achieve high 
performance. The overall aim of performance management is to improve 
results at the individual, team and organisational level. In order for this 
process to be successful the line managers and the leadership must be fully 
involved and a supportive organisational culture must exist. 
 
Schultz (2001) is of the view that when performance management and 
development system are tied into the objectives of the organisation, the 
resulting performance is more likely to meet organisational needs. He 
suggests a more holistic view of performance. In order for performance 
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management to be effective, it must be line-driven rather than Human 
Resources Department-driven. The development of a performance 
management system should be a joint effort between line and human 
resources managers.  
 
Although theory is clear on what performance management is and how it 
should be developed and implemented, it remains a challenge for most 
organisations and its objectives are barely attained. In the worst situations 
employees are left demotivated, with low morale and negative opinions about 
the process and its intentions and this is more so in the public sector. At the 
organisational level the development and implementation of this system has 
huge financial costs (human resources, money, time, etc.) whilst little, or no, 
return on investment is realised.   
 
Some researchers are of the view that there is no clear agreement on the 
outcomes of performance management and appraisal processes and their 
contribution to overall organisational effectiveness (Bartram, Stanton, Leggat, 
Casimir and Fraser, 2007). Rao (2007) suggests that the system can be 
effective if certain antecedents and consequences are in place. His study 
established that when managers have good academic backgrounds and high 
profiles they become effective implementers of the system. He further 
suggests that personality characteristics and consequences such as system 
discipline, exposure to the system, effective interpersonal relations and team-
work are essentially required for the effective implementation of the system.  
Karuhanga (2010) supports this view and highlights some challenges that 
can hinder the implementation of the performance management system. 
These include staffing, strategy implementation, lack of motivation and low 
morale, resistance to change, leadership problems, a highly bureaucratic 
system and limited employee commitment. It must be noted that challenges 
may vary from organisation to organisation.   
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The problem is that although the objectives of the performance management 
system are clear, when implemented it does not yield the desired results. 
Secondly, the system is not implemented in its entirety and as a result 
employees generally have negative perceptions about it, do not understand 
its whole aim and the link between individual and organisational 
performance. 
 
It is against this background that it becomes important to assess the 
effectiveness of the performance management and development system 
implemented in the ECLB. Organisations invest money in developing and 
implementing the system, the training and development of employees and 
performance bonuses are paid out annually to employees who qualify for 
such bonuses. The question remains if there is an alignment between 
organisational performance and individual performance. Does the 
performance management system contribute to employee productivity and 
towards the realisation of organisational goals and objectives?  
 
The system was developed and implemented in compliance with regulations 
and has never been evaluated. The results of the study will guide ECLB 
management on strategies to employ and ensure organisational success. It 
will also provide base information to other entities of the Department for 
assessing their systems as this will be the first study within the group.  
 
1.3 Research Question and Sub-problems 
 
The main research question of the study is: 
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Does the performance management and development system in the ECLB 
achieve its intended purpose, i.e. improve employee’s performance and 
achieve organisational goals and objectives?  
 
In order to develop a research strategy to discuss and solve the main 
problem the following sub-problems have been identified: 
 
Sub - problems  
 
 Effectiveness of performance management systems 
 Alignment between the performance of the individuals and the 
organisation. 
 Determining key performance areas (KPA’s). 
 Developmental needs of the employees. 
 
 
 
Research questions 
 
 Is the present system an effective performance management system? 
 Is there alignment between the performance of individuals and the 
organisation? 
 Is the process of determining key performance areas (KPA’s) correct 
and how are they assessed?   
 Are the developmental needs of the employees identified and 
addressed in order to improve the performance of the individual and 
the organisation? 
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1.4 Delimitation of the Research  
 
The study will only be focusing on the sub-problems identified above. 
 
1.5 Objectives of the Study 
 
1.5.1 Primary objective 
 
The primary objective of the study was to establish whether the performance 
management and development system in the ECLB achieves its intended 
purpose, which is to improve employees’ performance and achieve 
organisational goals and objectives. 
 
1.5.2 Secondary objectives 
 
In pursuit of the primary objective, the following secondary objectives were 
formulated: 
 To assess the effectiveness of the present performance management 
system. 
 To assess the process of determining the KPA’s and how they are 
measured. 
 To determine if there was alignment between the performance of the 
individuals and the organisation. 
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 To determine if the developmental needs of employees were identified 
and addressed in order to enhance their performance. 
 
1.6 Research Design  
 
In order to attain the above-mentioned objectives, the following research 
design objectives were pursued: 
- Conduct a secondary literature review on the variables being explored. 
- Construct a questionnaire for the collection of empirical data. 
- Distribute the questionnaires to the selected sample of the population.                                                                      
- Capture the data in an Excel computer software programme. 
- Analyse the data using the STATISTICA computer software programme. 
-  Interprete the results and draw conclusions. 
-  Provide recommendations to management. 
 
1.7 Significance of the Research  
 
The results of the study will provide management with insight into whether 
employees view the current performance management and development 
system as adding value to their development and towards achieving the 
goals of the organisation. It will further provide them with recommendations 
on what can be implemented to solve any problems identified by the study 
and contribute to the existing literature on performance management. The 
results of the study will also guide ECLB management on strategies to 
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employ to ensure organisational success. The benefit for the group is that it 
will provide base information to other entities of the Department for assessing 
their systems as this will be the first study within the group. 
 
1.8 Outline of the Study 
 
The study comprises the following chapters: 
 
Chapter 1 provides an introduction and the outline of the study. The chapter 
provides the problem statement, conceptual model, research objectives, 
sample, measuring instruments and the definitions of the concepts. 
 
Chapter 2 focuses on the literature study that underpins the research 
problem. 
 
Chapter 3, discusses the methodology of the study. This includes the 
research approach (paradigm), the sample, measuring instruments and data 
analysis procedures. 
 
In Chapter 4, the empirical results are analysed and interpreted. 
 
In Chapter 5, the empirical results are discussed and conclusions drawn.  
The chapter also includes recommendations to managers, limitations of the 
study and highlights areas for future research. 
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CHAPTER 2 
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LITERATURE REVIEW 
 
2.1 Introduction 
 
The first chapter presented the main problem and objectives of the study. 
This was followed by the demarcation and significance of the study. The 
discussion further described the organisation in which the study was 
undertaken.  
 
Ideally organisations should have everyone pulling in the same direction and 
performance management is aimed at ensuring that organisational goals and 
objectives are aligned to individual performance such that ultimately the 
organisation is productive and achieves its desired goals. Performance 
management is intended to be beneficial to the individuals and the 
organisation by ensuring they both achieve their goals, objectives and 
desired performance.  
 
The discussion in this chapter elaborates on the definition of performance 
management, how performance management differs from performance 
appraisal and guidelines for an effective performance management system. It 
further explains the importance of strategic planning as a basis for managing 
performance, determining key performance areas (KPA’s) as well as the 
importance of employee development in managing performance. 
 
2.2 Definition of Performance Management 
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Dransfield (2000) states that performance management is a Human 
Resource Management process that has gained popularity since the 1980s 
and is concerned with maximising the potential of individuals in an 
organisation while also obtaining the best performance from teams and the 
overall organisation. In order for this process to be effective it is crucial that a 
shared understanding of expectations and objectives exists. Subsequently, 
people must be managed and developed such that individual and 
organisational objectives are attained. 
 
According to Biron, Farndale and Paauwe (2011) performance management 
is a progression of activities that an organisation undertakes to continuously 
improve individual and team performance and thereby enhancing 
organisational effectiveness. Roberts (2001) postulates that this involves the 
setting of objectives for the departments, teams and individuals that are 
aligned to the organisational objectives. These should be followed by the 
formulation and use of appraisal systems, strategies for rewarding 
employees and training and development which include setting individual 
career paths. The ultimate aim of performance management is to create 
attunement between organisational goals and strategies, processes, units 
and employees of the organisation so that desired results are achieved by all 
(Castka, Bamber and Sharp, 2003). 
 
Hartog, Boselie and Paauwe (2004) emphasise that a performance 
management system is designed to promote achievement standards and 
goals as it provides guidance on how to define, measure and monitor 
employee and organisational performance. When implemented in its entirety 
it should benefit organisations that have a challenge of managing 
performance. 
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The Department of Public Service and Administration Manual (2002) 
supports this view as it states that one of the aspects of performance 
management is to combine practices for people management more 
especially through learning and development. Performance management 
processes include the development and learning of employees. This results 
in the effective management of individuals and teams thereby improving 
organisational performance and development (DPSA Manual, 2002). 
 
Performance management is intended to set a culture of responsible 
ownership by individuals and teams so that there is sustained improvement 
of service delivery and personal development. Thus it is a strategic process 
that is long-term focused and aimed at the development of a suitable culture 
that links organisational goals, service issues and people management. 
(DPSA Manual, 2002). Performance management is also seen as a tool for 
effective management which leads to individuals and teams achieving the 
following: 
 Obtaining clarity on organisational expectations from them. 
 Acquiring the skills and competencies necessary to deliver on 
expectations. 
 Enabling them to get organisational support and develop capacity 
to deliver as expected. 
 Providing feedback on their performance. 
 Providing opportunities to contribute and discuss individual and 
team aims and objectives. 
 
Choong (2013) suggests that performance management systems serve two 
primary purposes for organisations. Firstly, assisting with decisions pertaining 
to employee issues (e.g. decisions relating to promotions, pay increases can 
be informed by appraisal information). Secondly, performance management 
provides more information and reasons for employee development 
programmes. It is also highlighted that the executive team has to model 
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effective performance management and ensure that distinct expectations of 
performance management are set for all employees. 
 
Contrary to the above Boyne, James, John and Petrovsky (2011) suggest 
that although the aim of performance management is clear, sometimes it is 
deemed as an unwelcome system/activity by some managers or in certain 
organisations. This becomes evident when managers do not outline what is 
expected from employees, provide no candid feedback and coaching and 
discriminate during performance appraisals.  
 
It is clear that performance management is essential for driving the success 
of the organisation. This system also assists management to stimulate 
employee behaviour to align with the goals and objectives of the 
organisation. The setting of clear job responsibilities and expectations for 
employees is the foundation for ensuring alignment of individual and 
organisational goals thus leading to increased productivity for all.    
 
In some organisations performance is seen as a biased and punitive activity 
and does not motivate employees. That challenge can be overcome if top 
management demonstrates a commitment to performance management 
processes and embraces a culture of showing that feedback and 
development matter. It is also of importance that the executive team 
demonstrates effective performance management.  
 
2.3 Difference between Performance Appraisal and Performance   
Management 
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Most times these two terms are used interchangeably and empirical studies 
do not support that.  According to Claus and Briscoe (2009) a performance 
appraisal system is the antecedent of today’s Performance Management. 
They provide a contrast of performance management and performance 
appraisal where the – traditional system of appraisal is: 
 Focused on an assessment of whether someone accomplished 
allocated tasks for the period under review. 
 Conducted occasionally for a pay review or bonuses. 
 Conducted to ascertain whether an employee should be promoted. 
 Seldom held, perhaps only annually.  
 Driven mostly by HR and is a paper-based exercise.  
 Sometimes informal with no documentation kept. 
Claus and Briscoe (2009) further describe the performance management 
system as: 
 A description of what is expected from an employee over a 
performance period (can be quarterly, half-yearly and the yearly). 
Specific objectives for the period are set and supported by a job 
description for the post. 
 Leading to a review of remuneration and/or entitlement to bonuses 
when objectives are achieved. 
 Assisting in establishing personal development plans and career 
paths. 
 Conducting periodical assessments, e.g. half yearly or yearly. 
 Usually automated with employees having access to the information 
as needed. 
 Storing content when the system is automated to include features 
that will be beneficial to the employees and their managers. 
 
Werner (2012) states that performance appraisal is the process of evaluating 
the employee’s performance. It is just a part of performance management 
which deals with rating the employee’s performance against set criteria. 
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Various methods of appraisal can be used such as forced comparisons and 
rating scales, amongst others.  
 
As indicated earlier, the process of managing performance includes a 
number of steps which are identifying, measuring and managing. These are 
followed by the development of the employees. Careful attention has to be 
paid to each step for the system to be effective in an organisation. 
Management /line managers have to assess how well employees perform 
their jobs and have a responsibility to improve that performance level. The 
communication of the assessment to the individual is an essential ingredient 
(DPSA Manual, 2002). 
 
It is evident that performance management and performance appraisal 
cannot be used interchangeable as they have different meanings. 
Performance management is a process and the appraisal is an event in that 
process. It is therefore, incorrect for organisations to only focus on the 
appraisals and not to implement the whole performance management system 
in its entirety as great benefits can be reaped from implementing a holistic 
performance management system. 
 
2.4 Guidelines for Effective Performance Management  
 
Once performance management is effectively implemented it promotes a 
collaborative approach that influences attainment of organisational outcomes, 
individual performance and development. It inspires everyone to positively 
manage relationships and consider what must be done to improve individual, 
team and organisational performance.  
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The implementation of strategic initiatives and the managing of employee 
development require performance management as a useful tool. When this 
system is constructed and implemented properly it offers benefits for the 
individuals and the organisation. For example the operations in the 
organisation are optimised because goals and results are more closely 
aligned and helps ensure equitable treatment of employees as appraisals are 
based on results.  
 
Haines and St- Onge (2012); and Hazard (2004) suggest that there is still 
criticism and concern regarding the functioning and effectiveness of 
performance management systems. Morgan (2006) further states that some 
organisations discover that their performance management system does not 
meet its intended purpose. Certain professionals in the field of Human 
Resources are of the view that organisational performance is not improved 
as a result of the performance management system. They argue that there is 
no clear agreement on the outcomes of performance management and 
appraisal processes and their contribution to overall organisational 
effectiveness. Levy and Williams (2004) suggest that the varied social 
contexts wherein performance management is implemented and a lack of 
understanding thereof may be the cause for performance management 
systems not meeting the expectations due. 
  
Despite the above criticism, performance management systems can be 
effective if certain organisational facilitating practices are taken into 
consideration. Biron, et. al (2011) are of the view that such practices are 
fundamental in determining conducive conditions in which performance 
management systems are effective for achieving organisational goals. These 
practices include: 
 Use of performance management in a holistic manner as a strategic 
tool and rather than a tactical tool.  
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 Involvement and commitment of senior management and alignment of 
the organisation’s strategy with the HR practices.  
 Ensuring that communication is clear during the process in order to 
make employees understand their role and what is expected of them.  
 Formal rater training as an effort by the organisation to ensure that 
performance assessments remain unbiased. 
 
The research by Haines and St- Onge (2012) revealed that a combination of 
the right context and practices may improve the effectiveness of performance 
management. The following performance management practices and 
management contextual factors will be highlighted: 
 
2.4.1 Performance management practices 
 
2.4.1.1 Performance management training   
 
Managers are involved, on an ongoing basis, in performance management 
which comprises planning, coaching, assessment and the review of 
subordinates. This requires that they are committed and competent for the 
system to be effective. Lawler and McDermott (2003) emphasises that a 
positive association exists between performance management effectiveness 
and the training of managers responsible for performance appraisals. 
 
2.4.1.2 Multisource feedback 
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Multisource feedback, often known as the 360 degrees system, provides 
those involved with feedback that offers different perspectives. These are 
superiors, subordinates, peers, suppliers or external clients amongst others. 
Maylett and Riboldi (2007) associate this approach with improved 
performance for the employee. This can have a positive effect on the overall 
performance of the employees and generate positive perceptions about the 
performance management system’s effectiveness.  
 
2.4.1.3 Employee recognition 
 
The theories of motivation (Werner, 2012) have proven that recognition has 
an effect on one’s motivation. Most organisations have comprehensive 
reward management programmes so that the focus is not only on monetary 
rewards. Different people are motivated by different factors such as, the 
reward system, leadership style, the organizational climate, and the structure 
of the work. These programmes are used to reinforce behaviour the 
employer wants to encourage. Haines and St- Onge (2012) suggest that the 
practice of employee recognition has chances of improving a performance 
management system’s effectiveness. 
 
2.4.2 Contextual factors for performance management 
 
The contextual factors relate more to the environment in which the 
performance management system is implemented as this can spoil the 
effectiveness of the system. The following factors will be discussed amongst 
others. 
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2.4.2.1 Organisational culture 
 
Haygroup (2011) highlights the fact that organisational culture is a critical 
factor for consideration due to its influence on the overall performance 
management effectiveness. Therefore, for organisations to deliver on their 
expectations, an approach to performance management that is linked to the 
strategy and the culture is imperative.  
 
2.4.2.2 Employee relations climate 
 
The climate for employee relations refers to how the social relations between 
management and the employees are known to be. They stem from the 
leader-member exchange relationships. In organisations where quality 
leader-member exchange relationships are developed, performance 
management has proved to be effective (Elicker, Levy and Hall, 2006). 
 
2.4.2.3 Integration of human resource management strategically 
 
In cases where human resources management (HRM) is strategically 
integrated into the organisation the result is the alignment of organisational 
goals and objectives with HR, teams and individual goals. This will translate 
into the work done by all in that organisation thus contributing towards 
positive performance management (Wood and Marshal, 2008).  
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  It can be concluded that the effectiveness of performance management is a 
function of practices and programme implementation as well as of the 
execution of performance management in different organisational contexts.  
 
 
 
2.5 Alignment between the Performance of the Individuals and the 
Organisation  
 
2.5.1 Alignment between policy mandate, management environment 
and strategies 
 
Figure 1: Policy, mandate and strategy 
 
 
 
 
 
Source: Minnaar (2010) 
Minnaar (2010) states that in the public sector it is important to ensure 
alignment between the organisation’s policy mandate, capacity to deliver, the 
demands from the external management environment and the strategies that 
are formulated. These are depicted in Figure 1, above. Failure to ensure that 
strategies address organisational needs results in a misalignment with the 
Policy mandate 
External management environment 
Strategy response 
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needs of its environment. The policy mandate defines the fundamental 
function of the organisation. These must be related to a specific need in the 
external management environment. Thereafter, the need must be reconciled 
and aligned with the capacity of the internal management environment. 
 
2.5.2 Alignment between strategic and implementation of performance 
plans 
 
Organisational performance plans manifest on two basic levels; the strategic 
level and the implementation level. The strategic level provides strategic 
direction to the organisation and   is concerned with setting strategies that will 
ensure success and competitiveness of the organisation. The second level is 
aimed at realising the strategic direction outlined in the strategic plan. There 
are fundamentally four types of performance plans in an organisation, two 
each at both the organisational level and at the implementation level 
(Minnaar, 2010). Figure 2, below depicts the public sector performance 
management system. 
 
Strategic plan - performance plans which outline the strategies of the 
organisation (anticipated performance) over a long- term period (which is five 
years in the public sector) and which run concurrently with the term of office 
of government.  
 
Annual Performance Plan (APP) - which focuses on planned performance 
of the organisation for a specific financial year within the five-year cycle of the 
strategic plan. The APP assists the organisation in setting up the 
performance management system, as it is in-year bound. These year plans 
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are further divided into quarterly performance plans which can also be 
monitored quarterly through the performance management system. 
 
Figure 2: Public sector performance management system 
 
 
 
 
 
     
 
Source: Minnaar (2010) 
 
Tactical plans- this is at the implementation level and is developed for each 
of the departments/business units of the organisation. It is through these 
plans that implementation responsibility is shared. These plans are aligned 
with the responsibilities of the senior managers of the business units. They 
can be for a period of three year to be in line with the medium-term revenue 
and expenditure framework period or one year, depending on the 
organisational planning.  
 
Operational business plan – these are for further enhancing 
implementation within the organisation. They contain details of activities 
Term of the legislature (five years) 
Pressures demands 
APP 
(year 1) 
APP 
(year 2) 
APP 
(year 3) 
APP 
(year 4) 
APP 
(year 5) 
Performance framework 
APP 
(year 1) 
APP 
(year 2) 
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aligned to performance indicators and targets to be used within a particular 
year and for each business unit. 
 
Strategic drift 
Strategic drift occurs when the objectives and outputs of the implementation 
plans set their own direction and do not contribute to the realisation of the 
strategic plan. The same applies when the strategic goals of the organisation 
do not link to the policy mandate or needs from the management 
environment. It is, therefore, vital to establish the reference point when a 
specific plan is compiled. Figure 3, below demonstrates the difference 
between strategic alignment and strategic drift. 
 
Figure 3: Strategic Alignment versus Strategic Drift
 
      Source: Minnaar (2010) 
 
2.5.3 Alignment of the organisation’s visions with the performance of 
the individuals 
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According to Guest (2011) organisational success is driven by a clear vision 
and strategy. The strategy adopted by the organisation fundamentally 
influences the performance measurement model to be implemented. 
Therefore, the strategy forms a central part of the performance management 
process. An integration of the entire organisation’s efforts is required for 
organisational success to be achieved. The key ingredient for success is the 
optimum synthesis of organisational, business unit and individual level as 
these work together towards attaining the same goal. 
 
Dransfield (2000) further emphasises that in order to achieve the 
organisation’s vision it is crucial to manage performance of the individuals 
effectively. This is an obligation of management and those in supervisory 
positions. Performance management assists in ensuring that the strategic 
objectives are met or exceeded through working together, cooperatively and 
effectively, towards goals and imperatives. When implemented successfully 
the performance management system has the following benefits: 
 It enhances the organisation’s performance against the strategic plan. 
 It improves individual performance against agreed KPAs. 
 Improves manager/subordinate relationships by facilitating 
communication on outputs and expectations. 
 Manages under- performance in a practical and constructive manner. 
 Boosts employee development in terms of training, career objectives 
and personal development. 
 Maintains a culture of continuous improvement within the organisation. 
 
2.5.4 Performance management process 
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The Performance Management Process as depicted in Figure 4 below, 
according to McKouen (2012) entails: 
 Planning work and setting key performance areas expectations. 
 Reviewing the KPAs. 
 Continually monitoring the performance of employees. 
 Developing the capacity of employees to perform. 
 Periodically measuring the employee performance. 
 Rewarding and recognising good performance. 
 Dealing with unsatisfactory performance. 
Figure 4: Typical Performance Management Process
 
     Source: Heathfield (2013) 
 
2.5.4.1 Performance planning 
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The supervisor and the subordinate meet to create their performance plans. 
This involves setting, agreeing and clarifying the KPAs and goals with the 
subordinate by mutually discussing and agreeing on performance objectives 
that are aligned to the organisation’s strategic, tactical and operational plans. 
A balance must be maintained between the needs of the organisation and 
the individual needs. The KPAs have to be linked to the KPAs of the 
business unit, be measurable, understandable, verifiable, equitable and 
achievable. KPAs must be defined as part of the job description. During this 
planning stage the supervisor must ensure that the subordinates understand 
how their performance directly impacts on how the business unit and 
organisation will achieve their goals. The performance contract and the job 
description must be used to formalise this process and be signed by both 
parties (PMAS: Reference guide for System Implementation in Government 
Departments, 2006). 
 
2.5.4.2 Performance review 
 
This is a joint discussion between the supervisor and the subordinate during 
which the achievement of KPAs is discussed. The aim of the discussion is to 
specify how improvements can be achieved. The past performance must be 
used as a basis for learning and planning ahead. Critical to this process is 
self-assessment by the employee against the KPAs and any general criteria 
that were agreed upon. The supervisor must also do the assessment prior to 
the review session with the subordinate. The indication of ‘achieved’, ‘under-
achieved’ or ‘over-achieved’ must be the starting point for discussion of each 
KPA. Undertaking that task allows for communication gaps and/or obstacles 
to be resolved.    
 
2.5.4.3 Performance monitoring 
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The supervisor should monitor and provide feedback on employee progress 
on a continuous basis and not only when a progress review is due. 
Continuous monitoring provides the supervisor with an opportunity to review 
unrealistic goals, timelines or measurements. By monitoring continuously the 
supervisor can make the employees aware of their acceptable or 
unacceptable performance. In that way unacceptable performance is 
identified early and corrective action is taken before the formal review takes 
place.   
 
Heathfield (2014) states that the key ingredient in the monitoring process is 
giving feedback as this may positively or negatively affect the employee. 
Managers should be trained on giving and receiving performance feedback 
as it is provides vital information about how effectiveness of one’s work is 
perceived. Feedback is also used to focus or refocus on the employees’ 
behaviour and assist them in achieving set goals and targets. For feedback 
to be effective it must be: 
 Clear and carefully thought out - avoid being vague as that can 
have an undesired effect on the employee. 
 Constructive -suggest ways to improve performance rather than just 
pointing the wrongs. 
 Descriptive and not judgemental – provide examples rather than 
unsubstantiated opinions as these make employee defensive. 
 Provide both positive and negative feedback and assist in resolving 
the negative feedback. 
 
It is evident that a performance management system cannot operate in 
isolation. It has to be aligned to the vision, strategic plans, annual 
performance plans and performance agreements of the employees in order 
for it to achieve its intended purpose.  
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2.6 Determining Key Performance Areas  
 
Parmenter (2010) argues that performance measures should help 
organisations align daily activities to strategic objectives. It is, therefore, 
imperative for organisations to develop, implement and use performance 
measures to ensure the success of the organisation. The balanced scorecard 
is the model that is mostly adopted by organisations. The introduction of 
performance measures such as key performance areas (KPAs) and key 
performance indicators (KPIs) in the organisation must be achieved in a way 
that supports and extends the idea of a cooperative partnership.  The four 
principles required for success are: 
 Partnership with employees, key suppliers and customers. 
 Transferring power to the frontline. 
 Focus on measuring and reporting only what happens. 
 Performance measures linked to strategy through identification of 
critical success factors.  
 
According to Minnaar (2010) performance planning focuses on expressing 
indicators and targets that can be used to activate, measure and evaluate 
performance. The first step of the performance planning process involves 
clustering core functions to identify key performance areas (KPAs). These 
are specific areas in which the organisation and the individuals must perform 
well to ensure success regarding its policy mandate. The organisation 
manages and monitors performance through set KPAs so they are very 
important for setting up a balanced performance assessment scorecard.  The 
KPAs are the basis for designing and selecting the strategies to be used by 
the organisation. A specific KPA may have a number of outcomes or 
objectives associated with it to ensure achievement of the organisational 
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mandate. After the KPAs have been identified, they must be converted into 
measurable terms. 
 
Bussin (2013) also describes KPAs as short statements that describe the 
areas that are crucial for success in a particular role. The depth and breadth 
of the KPAs depend on the seniority of the role that is being described. KPAs 
do not describe the tasks to be performed within a role or outputs needed by 
the organisation. The relative importance of KPAs can be shown by 
weighting the KPA with a percentage for each KPA to indicate its importance. 
The percentages allocated to the KPAs should add up to one hundred per 
cent.  
  
Schutte (1981) identifies two types of KPAs, the common and unique KPAs. 
The common KPAs are ‘cross cutting’ for all managers or supervisors, for 
example, the monitoring of performance of subordinates. The unique KPA 
refers to those KPAs specific to the manager’s line of responsibility for 
example a Marketing Manager’s unique KPAs relate to the marketing 
functions. Schutte (2000) further identifies the key characteristics of unique 
KPAs as the following: 
o Uniqueness to a position and cannot be duplicated, meaning 
that the KPA cannot be repeated vertically in a management 
hierarchy or horizontally between functional divisions or between 
line and staff management positions. 
o It is expressed as an end result and not as inputs or activities 
The KPA emphasises the end results to be achieved and not the 
activities to be performed. The activities are the means to an end, 
i.e. the KPAs.  The KPAs direct the organisation towards the 
achievement of the organisational objectives. Therefore, they guide 
effort and serve as a measure of performance. 
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o It must objectively measured 
The fact that KPAs must be measured objectively is of vital 
importance in order to establish how well they are being achieved. 
Subjective measurement of the KPAs should be avoided and only 
allowed in highly exceptional cases within organisations as it will 
distort the key performance area management and thus negatively 
affect the performance of the whole organisation.  
o The number of identified KPAs  and their importance  
The process of clustering core functions in line with the mandate of 
the organisation should lead to the identification of three to five 
KPAs if properly managed. This should be done, taking into account 
the importance of applying Pareto’s Principle to managerial 
positions, the uniqueness, the end result and measurability 
characteristics mentioned above (Schutte, 2000). Where more than 
five KPA’s have been identified they must be assessed to establish 
if they are not job description areas. Secondly, they must be 
assessed in terms of the profit impact criterion and where the 
impact is zero or marginal the KPA must be removed.   
o Is not the most time consuming activity 
Careful consideration should be taken to avoid identifying activities 
that consume most of the manager’s time as KPAs. The 
distinguishing factor for KPAs is that they contribute towards the 
achievement of organisational objectives and the profitability. If a 
statement fails that test it does not meet the requirement to be a 
KPA. 
 
o Alignment, support with KPAs of other positions 
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Although a KPA is unique to a position, it is important that it 
supports KPAs of superiors, subordinates and peers as these all 
contribute towards achieving the organisational objectives and 
interdependency and interrelationships exist within the organisation. 
o Top management’s strategy 
During the process of identifying KPAs it is important to take into 
account the style and strategy of top management as these have an 
effect on the culture, how the organisation is managed and what the 
priorities are at a certain point in time.  
 
Sudarsan (2009) argues that the importance and weighting of the KPAs and 
KPIs are guided by the vision, mission, organisational objectives and the 
strategy as well as the plans of the business units.  When KPAs are properly 
identified they give value to the organisation and employees, such as:   
 Assist employees in clarifying their roles and aligning their roles to the 
organisation’s strategic plan. 
 Provide focus on results and not activities. 
 Enable employees to communicate their role’s purpose to others. 
 Assist in setting goals and objectives. 
 Help employees prioritise their activities and thus improve time or work 
management. 
 Make value-added decisions. 
 
Some weaknesses of KPAs are that they can be highly selective and thereby 
result in some areas being neglected. They may tend to be too focused with 
lesser development in other areas and they normally constitute 80% of the 
total job and place less emphasis on process. Threats to setting KPAs are; 
poorly defined job descriptions, multi-role jobs, reporting to two bosses and 
role ambiguity.  
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Tracy (2013) also recommends not more than five to seven KPAs. He 
describes KPAs as what a person has to absolutely and positively do to fulfil 
his or her responsibilities in order to achieve the goals of the organisation. 
Plans must be developed on how KPAs will be completed and improved. He 
further highlights three qualities KPAs must meet. These are: 
- Be clear, specific and measurable. 
- Must be completely under one person’s control. Nobody else will 
do it, and it is either that person doing it and doing it well or it is not 
done at all. When done well it contributes positive value to the 
organisation and to the person’s growth. 
- It is a vital activity of the organisation. The KPA is an important 
output that also becomes an input to the next KPA or to the next 
person. 
 
2.6.1 Methods of identifying KPAs 
 
Schutte (1981) proposes various approaches that can be implemented to 
identify KPAs and these include the top-down approach, the bottom-up 
approach, the superior/subordinate approach, the profit-plan approach, the 
information technologist approach and the participation and group discussion 
approach. The discussion will focus on the participation and group discussion 
approach as it is comprehensive. The other approaches lack the participation 
of managers and which is deemed crucial for successful and valid analysis. 
 
 
 33 
 
 
 
2.6.1.1 The participation and group discussion approach 
 
This approach is participative as it gathers contributions from the executive 
management and functional and operational level staff when identifying 
KPAs. The basis for this approach is that everyone’s relevant knowledge, 
regardless of the level, can add value to the analysis of KPAs of an individual 
managerial position. The employee, together with his and her peers and 
superiors, discusses the employee’s role in the organisation, key tasks 
relating to that role and key performance until a consensus is reached 
pertaining to the three stages of the analysis process. This approach also 
uses a bottom-up analysis of supervisory and managerial positions. It starts 
with identification of KPAs for the lowest level of supervisory management 
and then proceeds up the management hierarchy until it reaches the highest 
position. The KPAs of the highest manager in that line function therefore 
emanate from the KPAs identified for all his or her subordinates. The bottom-
up filtering process also ensures that no duplication of effort occurs between 
line and staff positions. Through participation of all management levels the 
strategy of the organisation is taken into consideration when the KPAs are 
developed (Schutte, 2000). 
 
A KPA analysis is the first and most important step for an integrated 
management system. The analysis comprises a preparatory and an 
analytical phase. 
 
Preparatory phase 
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The first step in this phase is to identify the managerial positions within the 
organisation. This involves the assessment of the managerial organisational 
structure. If a need arises, the structure must be reviewed to align it with the 
needs and strategy of the organisation. The structure should reflect both the 
formal chain of command and the dotted line interactions, up to the lowest 
level of management, with other functional areas. Thereafter the incumbent 
of the position and key relevant managers who can contribute meaningfully to 
the analysis of the activities and identification of KPAs for each position must 
form a team analysis. The selected managers should include top 
management, superiors and the peers with whom interaction happens. An 
appropriate size of the group should be considered in order to ensure full 
participation by all those involved. In essence this phase constitutes a plan 
for the sequence in which managerial positions will be analysed and the 
selection of the group members who will participate in the analysis. The 
presence of the top effective manager in the function hierarchy is very 
important for giving strategic direction and guidance to the whole team 
(Schutte, 1981).  
 
Analytical phase 
 
The analytical phase is facilitated by a catalyst in a neutral environment with 
the selected group for analysis. The catalyst guides the discussions and 
encourages participation by posing probing questions or statements to the 
group members. The process has to follow a sequential pattern comprising a 
number of steps. 
Step 1: The catalyst starts with the analysis of the lowest position in the 
managerial hierarchy. All the incumbents of the position are asked questions 
about their role and, with the use of job descriptions and practical experience, 
they must describe what the job entails. Where positions are duplicated all 
staff members for that positions must contribute meaningfully in the process 
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and also raise areas of disagreement. The discussions are important as they 
result in addition, removal and amendment of activities. For unique positions 
the catalyst plays the role of the spokesperson and the group contributes. 
Ultimately, a consensus must be reached and the contributions of superiors, 
peers and managers of the different line functions are critical for decision-
making. All the discussions must be noted in writing and, where consensus 
cannot be reached, the top management makes the final decision. The final 
products of this session are updated job descriptions for the positions of 
which all relevant superiors have an understanding and approve (Schutte, 
1981). 
Step 2: The second step builds on the job description developed in the prior 
analysis. The activities that were identified are then grouped and expressed 
as outputs. The catalyst has to ensure that no activities or inputs are ignored 
and no duplication of managerial effort occurs. The common KPAs are 
identified and included in the job descriptions of managers with the exception 
of lower management levels (Schutte, 2000). 
Step 3: The above process is followed by the identification of KPAs of the 
position under analysis. The catalyst guides the group in selecting three to 
five managerial outputs that are vital for each manager to achieve and which 
are in line with the organisation’s objectives. The use of Parento’s principle is 
of importance for this process.   
In the event of a dilemma regarding managerial responsibility and a KPA, the 
profit criteria test must be applied, i.e. will the activity in question affect or 
contribute to profitability of the organisation in the short and/or long-term. If 
the answer is “Yes” then it must be regarded as a KPA. If “No”, it is a 
managerial responsibility. The second question that can assist is assessing 
whether the non- performance in the area in question will negatively affect, or 
have no impact on the overall performance of the manager. If it will 
negatively affect the performance it is a KPA. If not, it is a managerial 
responsibility. Ultimately the catalyst must ensure that the group has KPAs 
that represent managerial output, are measurable, unique to each position 
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and agreed upon by all group members who participated in the process 
(Schutte, 2000). 
Step 4: This step entails identification of yardsticks for measuring the 
performance of each KPA. The catalyst assists the group in setting yardsticks 
by which the KPAs have to be measured. The critical requirement for the 
measure is validity and objectivity. In cases where subjective measures 
cannot be avoided they should be supplemented by objective measures. The 
discussion should also specify how superiors will control the performance of 
the incumbent, reporting types, format, the expected detail of information 
pertaining to KPAs as well as acceptable deviations from the standard when 
reporting by exception (Schutte, 2000).  
 
Schutte (1981) maintains that the analysis process applied during the 
participation and group discussion approach has the following positive spin-
offs for the organisation: 
 Individual managerial roles are clarified to ensure effectiveness 
and efficiency. 
 Managerial effort is focused and not duplicated. 
 It leads to change agents and entrepreneurs being identified in 
the organisation. 
 Entrepreneurial roles at the higher levels of management are 
established. 
 The managerial organisational structure that supports the 
organisational strategy is confirmed. 
 Measurable performance yardsticks are created. 
 Information requirements to control the performance of 
subordinates are specified. 
 It results in a highly motivated management team at all levels.  
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From the above discussion it is clear that in order to have an effective 
integrated management system, KPA analysis is of utmost importance. Other 
processes such as planning, control and the human resources system have 
to support that system.  If the KPA analysis process is followed, it results in 
each managerial position having unique and common measurable KPAs, 
which should number between three to five. These KPAs should relate to end 
results. Some common KPAs should relate to management of KPAs of 
subordinates. Through monitoring and evaluation of KPAs, progress towards 
objectives and goals can be measured. 
   
2.6.2 Performance indicators  
 
Parmenter (2010) defines a key performance indicator (KPI) as a 
performance measurement instrument for evaluating an organisation’s, or a 
particular activity’s, success. At times success relates to progress towards 
strategic goal attainment. Success may also relate to the periodic or repeated 
achievement of some level of operational goal (examples are indicators of 
zero defects, 100% customer satisfaction).  
 
Proper understanding of objectives and goals of the organisation is critical for 
choosing the right KPIs. Determining KPIs also depends on the business unit 
measuring the performance. For instance, KPIs for the Human Resources 
unit would differ from the KPIs assigned to the Finance unit. The balanced 
scorecard approach is normally used for choosing the KPIs. 
 
According to Schutte (2000), key performance indicators express a number 
of values adopted to measure against and can be categorised into the 
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quantitative, qualitative, leading, lagging, process and output indicators 
amongst others. 
 
Minnaar (2010) concludes that KPIs must comply with the SMART principle, 
meaning that the measure has to be specific, measurable, achievable, 
relevant and time bound.  Minnaar (2010) further states that to enable 
evaluation, the KPIs must be assigned target values in order for the value of 
the measure to be considered as meeting or not meeting expectations. KPIs 
assist in the periodic assessment of employees, business units, departments 
and organisational performance. KPIs also assist the organisation to define 
and measure progress towards objectives and goals. 
 
2.7 Employee Development  
 
The employees are the most important asset of the organisation and 
organisations that have adopted that strategy are reaping enormous benefits. 
The success of the implementation of the performance management process 
needs good people-management practices. Managers must harness the 
knowledge, skills and ideas of all employees in order to ensure positive 
contributions to performance.  
 
One of the objectives of implementing a performance management system is 
to assist with the identification of developmental needs. The organisation 
seeks continuous improvement through the development of employees. 
Developmental needs refer to the competencies the employee wishes to 
improve upon during a specific review period. Employees should be guided 
to select two to three competencies to develop, and together with the 
supervisor, should decide on methods that will be used to develop those 
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competencies. There are different interventions that can be applied including, 
but not limited to, formal qualifications, training courses internally or 
externally, self-study and job shadowing. The choice of the intervention will 
also depend on the need identified, the operational requirements and the 
availability of budget. Personal and professional development is in actual fact 
the responsibility of the employee. The organisation is responsible for 
creating an enabling environment for such development. The manager also 
has the responsibility to offer coaching or mentoring where necessary. 
 
Heathfield (2014) argues that appraisal can serve individual and 
organisational development purposes. The individual purposes are served 
through: 
 Feedback on employee strengths and weaknesses and ways to 
ensure improvement of performance in future. 
 Support of career plans and development. 
 Contribution towards remedial interventions for employees. 
 
The purpose of organisational development may comprise: 
 The enabling of diagnoses and development of the organisation by 
stipulating levels of performance and outlining training needs. 
 Giving vital information for job redesign efforts and multi-skilling 
programmes, etc. 
McKouen (2012) supports the above view by stating that the performance 
management process provides a tremendous opportunity for identification of 
developmental needs by both superiors and employees. It can be decided 
from continuous monitoring whether a need exists for employee 
development.  ‘Developing’ involves increasing the capacity of the employee 
to perform. Various methods can be applied. These include formal training, 
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assignments that introduce new skills and increased levels of responsibility, 
informal training and coaching or mentoring, amongst others. 
 
2.7.1 Performance measurement /rating 
 
Measurement of KPAs is valuable in summarising employee performance 
and assists with comparing (performances over time or) amongst a set of 
employees. The measurements are based on work performed during the 
review period and facilitate discussions between the supervisor and 
subordinate on achievement, over-achievement or under-achievement of the 
KPAs. The final rating is a culmination of the continuous monitoring 
discussions and feedback and therefore the final rating should not be a 
surprise to the employee (McKouen, 2012). 
 
2.7.2 Reward and recognition 
 
Rewarding comprises recognition of individual and team performance as well 
as acknowledgment of their contribution towards the goals of the 
organisation. Recognition should be ongoing and a natural part of the daily 
experience through gestures likes a pat on the shoulder for work well done. 
Recognition should not wait for the formal review process. It is important that 
meaningful distinctions are made when rewards are granted. The reward 
amounts should correspond with the different predetermined performance 
levels for success or above. Performance management should inform 
decisions pertaining to compensation in the organisation (Heathfield, 2014). 
Erasmus, Swanepoel, Schenk, van der Westhuizen and Wessels (2005) 
suggest two ways for recognition of good performance. These are:  
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(i) Financial (e.g. pay progression, performance bonuses) 
(ii) Non-financial rewards 
 
Pay progression is defined progression in remuneration from a lower to a 
higher remuneration package.  Leonard and Hilgert (2007) also argue that 
the performance of outstanding performers is inspired and sustained by 
tangible rewards.  
 
Wright (2012) refers to a performance bonus as a once-off monetary reward 
as a result of good performance. When an employee attains   certain points 
in line with the performance management policy of the organisation that 
employee is eligible for a performance incentive. This can be presented as a 
cash award, performance bonus, or profit sharing incentive, amongst others.  
 
Non-financial rewards can be used to recognise performers and creative 
ways have to be used. Leonard and Hilgert (2007) suggest the use of varied 
non-financial rewards such as holidays, tuition-aid programmes, insurance 
and health programs, employee assistance programmes and retirement 
plans, amongst others.  
 
2.7.3 Dealing with unsatisfactory performance 
 
In cases where employees under perform despite the attempts made by the 
supervisor to help the employee improve performance, the necessary actions 
must be taken. These may ultimately leads to dismissal of the employee due 
to poor performance. Keeping non-performers can affect the moral of the 
performers and affect the culture of the organisation. In most cases, 
managers are reluctant to take this step although they understand that non-
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performers are a cost to the organisation and do not contribute to the 
achievement of objectives and goals.  
 
According to Erasmus et al, (2005) under-performance can be addressed 
through corrective actions and dismissal as a result of incapacity to perform 
When an employee under- performs, the supervisor should firstly undertake 
remedial action and development support to assist the employee to improve.  
Such corrective actions may include interventions counselling and mentoring 
or coaching, establishing performance standards and providing enablers in 
the form of necessary resources. The supervisor should agree with the 
subordinate on a personal development plan which may include needed 
training or re-training. If all fails and under-performance continues, the 
employee can be dismissed on the basis of failure or incapacity to carry out 
his or her duties.  
 
Poor performance costs organisations and has a negative effect on the 
success of the organisation (Sheridan, 2007). It is also highlighted that the 
causes of poor performance vary from organisation to organisation. Hence, it 
is crucial for management to identify the source and causes of poor 
performance so that they can be addressed in time. Jackson and Schuler 
(2000) also argue that sometimes, when all interventions have been 
exhausted and under - performance remains, transfer, restructuring, 
termination and arbitration can be considered as an alternative recourse.  
 
Managers/supervisors must consistently apply good planning, reviewing, 
monitoring, developing, rating and rewarding. In so doing the policies of the 
organisation must be applied as they relate to how performance is managed 
within that organisation. Steps to get rid of the non- performers must be taken 
after all the necessary measures have been met. In order to assess whether 
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supervisors have implemented the organisation’s performance management 
system successfully they need to get positive answers to the following 
questions: 
 Is better performance encouraged through how I apply the system? 
 Has there been improvement in performance during the period of 
appraisal?  
Positive responses to these questions would reveal effective application of 
good performance management policies and practices. 
 
Performance management can yield results that are negative or positive. 
Where positive results are obtained, management has to recognise that and 
encourage the subordinates by either reviewing salaries of those employees, 
compensating employees with incentive bonuses, using non-financial 
rewards, or a combination reward management method. If negative results 
are obtained, remedial actions within timeframes must be implemented. If the 
subordinate continues to under-perform then that employee can be 
discharged on the grounds of incapacity. 
 
2.7.4 Practical guide to conducting performance review 
 
It is important for managers to understand that how they conduct and what 
they say during performance reviews is crucial for the future performance 
and behaviour of the employee. Managers therefore need to be trained on 
how to perform this task. 
 
Kirkpatrick (2006) emphasises the fact that the appraisal is about the job and 
not personality and the following guidelines must be observed: 
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 Plan and prepare enough time without interruptions for the 
performance review. This includes advising the employee to 
complete the evaluation form with ratings on all KPAs. 
 The purpose of the session and its intention must be explained and 
clearly understood. Discussions should be focus on the employee’s 
performance and the joint identification of any training or 
developmental needs. 
 During the session establish and maintain rapport. Make the 
employee feel at ease and start with positive feedback on what is 
working, citing examples of positive productive performance. 
 Emphasise strengths and then areas to improve. Recognise and 
build on the strengths. Jointly identify what is not working, possible 
problems, areas for improvement and then jointly create a plan for 
improving performance, overcoming obstacles and barriers. Set 
new goals, action plans and reassessment intervals where 
necessary. 
 Encourage the employee to talk. The session must include two-way 
communication and rapport overcomes this reluctance. The 
manager must listen effectively and avoid arguments. 
 Focus should be on the future and not the past. Although reference 
could be made to the past and to lessons that the can be learnt 
from it to help in the future. The meeting must be concluded on a 
positive note. The employee must not view the session as a 
punitive measure with emphasis on only negative aspects.  
 
2.8 Conclusion 
 
This chapter entailed the literature review which was aimed at establishing 
responses to the main problem as well as sub-problems of the study which 
were: 
 Effectiveness of the performance management system. 
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 Alignment between the performance of the individuals and the 
organisation. 
 Determining the key performance indicators (KPA’s).  
 Developmental needs of the employees. 
A questionnaire consisting of structured questions was chosen after 
considerable testing with a view to eliciting reliable responses from the 
selected sample. It was distributed to the respondents for the gathering of 
information. The questionnaire was distributed face-to-face or by email to the 
respondents. 
CHAPTER 3 
METHODOLOGY 
 
3.1 Introduction 
 
The previous chapter provided a detailed discussion of what performance 
management is and the guidelines for effective performance management 
were discussed. The literature review was conducted to provide a framework 
for an effective performance management system (PMS). The literature 
studies highlighted the critical importance of alignment between performance 
of the individuals and the organisation. It further emphasised the integration 
of the planning and control system with the performance system, hence PMS 
becomes a sterile system that will wither away. Secondly, it must be 
acknowledged that PMS is a dynamic system with the review of both action 
plans to achieve targets and the KPA structure to ensure that it is up-to-date 
with the changes. Lastly, continuous development of the employees is 
paramount in order to enhance their competency levels and become a 
competitive advantage for the organisation. 
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The discussion in this chapter will focus on the research paradigm for the 
study, the methodology, the sampling procedure, data collection methods as 
well as the reliability and validity followed for the study. 
 
3.2 Research Paradigm 
 
Badenhorst (2010) states that research is a systematic and methodical 
process of enquiry and investigation which is intended to increase knowledge 
in a particular discipline. Collins and Hussey (2009) define a research 
paradigm as a framework that directs how research should be conducted. 
They further point out that the whole process of the research study is called 
the methodology and is partly determined by the research problem, 
assumptions made and how the research problem is defined. Neuman (2011) 
states that social research mostly uses two main approaches that are aimed 
at realising causal laws, cautious observations that are empirical, as well as 
value-free research.  The two approaches are those of positivism and 
interpretivism. 
 
The study followed the quantitative paradigm. The empirical study was 
conducted by means of a survey. The questionnaire developed for this 
purpose served as the measuring instrument. The results of the 
questionnaire were statistically analysed. The sampling procedure, the 
questionnaire, the mail survey, and the research response are discussed in 
detail below.  
 
3.3 Population and Sampling 
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3.3.1 Population 
 
According to Collins and Hussey (2009) a population refers to a body of 
people or objects under consideration for statistical purposes. Struwig and 
Stead (2001) state that when the characteristics of the population are entirely 
homogeneous its sample would fully represent and measure the attributes of 
the population. If the sample is selected according to the research guidelines 
and accurately represents the population, its findings can be accepted and 
generalised to the whole population. 
 
3.3.2 Sample 
 
According to Leedy and Ormrod (2001) a subset of the population is a 
sample. It should be cautiously selected to provide an unbiased subset that 
represents the entire population. In other words, the researcher must be able 
to see all the characteristics of the entire population in the same relationship 
as if the researcher were to inspect the entire population. Based on the 
above, a suitable sample was drawn from the population for the collection of 
data for the study. 
 
3.3.2.1 Sampling methods 
 
Collins and Hussey (2009) mention that the sampling method selected by the 
researcher for primary data collection is crucial because it is the basis of the 
conclusions to be derived. Sampling methods can be categorised as either 
probability or non-probability.  
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Probability sampling 
  
In probability sampling each element of the population has an equal chance 
of being selected and included in the sample (Leedy and Ormrod, 2001). The 
following are probability-sampling techniques: 
 Systematic sampling – researcher uses a natural ordering or order 
of sampling frame, selects an arbitrary starting point, then selects 
items at a pre-selected interval. 
  Stratified sampling – researcher divides the population into groups 
and randomly selects sub-samples from each group; variations 
include proportional, disproportional, and optimal allocation of sub-
sample sizes. 
 Cluster sampling – researcher selects sampling units at random 
and then observes all items in the group.  
 Multi-stage sampling – progressively smaller areas are selected in 
each stage. 
 
Non-probability sampling  
 
In non – probability sampling the elements from the population are selected 
in a non-random manner and this sampling is often based on personal 
judgement. Collins and Hussey (2009) mention snowball sampling, 
judgement sampling, quota sampling and convenience sampling as 
techniques for conducting non-probability sampling. 
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Therefore, for the purposes of this study, probability sampling was used and 
the sample was randomly selected. Importantly for this choice, the 
researcher had to be aware of the intended and feasible sample size. 
 
3.3.2.2 Sample size 
 
Leedy and Ormrod (2001) state that a passable sample size is, to a certain 
extent, determined by how homogeneous or heterogeneous the population is 
in respect to the characteristics of research interest. In a case such as the 
sample linked to this study, where the population has been established at 
between 50 and 100, the authors suggest that the sample should consist of 
between 32 to 45 respondents. Sample size is critical because it provides a 
basis for the estimation of sampling error. 
 
3.3.2.3 Sample selection for the study 
 
The population of this study is a total of 65 ECLB staff members which 
includes senior, middle management and lower level employees. The 
sample was drawn from all levels and employees from both the head office 
and the districts participated. The sampling method was as follows: 
 All 5 senior managers comprising the senior management level 
were selected to participate in the study. This was to ensure that 
views of management as the formulators and drivers of the 
organisational strategic plan were considered. 
 The middle management level is comprised of 11 line managers 
from the head office and the districts. A sample of 7 managers from 
this level was selected and all core division managers participated 
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as they significantly contribute towards the achievement of the 
organisational goals.  
 The lower level comprised of 49 employees. Thirty were randomly 
selected using the cluster method to ensure representation of all the 
divisions and districts. 
 
 
3.4 Data Collection, Data Analysis and Presentation 
 
The study made use of the quantitative research approach. In order to gather 
quantitative data a questionnaire was designed containing questions relating 
to the main problem and the sub-problems of the study. The closed 
questioning method was used. The questionnaire was given to a pilot group 
to test if it was understandable and easy to complete. Recommendations 
from the pilot participants were taken into consideration and a final 
questionnaire was produced. The questionnaire was subjected to ethical 
clearance before it was administered to the respondents and confidentiality 
was maintained. It was subsequently presented to the respondents by email 
or handed to them face-to-face, for self-completion.  
 
The data from the questionnaires was captured into an Excel computer 
software programme and thereafter analysed using the STATISTICA 
computer software programme. The results were analysed, interpreted and 
conclusions drawn. 
 
3.5 Reliability, Validity and Objectivity 
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In order to ensure the validity, reliability and objectivity of the study a number 
to steps were observed. The questions were made simple to avoid ambiguity 
so that all respondents could easily relate to the questions. A reasonable 
number of questions were asked to minimise the chances of incomplete 
questionnaires. Triangulation was used to increase reliability and validity of 
the study.  Confidentiality was observed and anonymity of the respondents 
was maintained.  The questions contained no information sensitive to any 
cultural or religious belief. In the covering letter that accompanied the 
questionnaire the research aim was stated and the assurance of 
confidentiality of information was given to the respondents.  
 
 
 
 
3.6 Administering the Questionnaire 
 
Permission to conduct the study was requested from the Chief Executive 
Officer. A covering letter (see Appendix A), wherein the purpose of the study 
was explained, accompanied the questionnaire (see Appendix B) that was 
emailed or personally issued to the respondents. The questionnaire was 
circulated to a total of sixty employees by 2 August 2014 and they were 
urged to return their responses by 12 August 2014. An email was sent on 7 
August 2014 as a reminder for the return of the completed questionnaires. A 
total of forty-two questionnaires was returned after a number of follow-up 
telephone calls. This represented a response rate of seventy percent. 
 
3.7 Conclusion 
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In this chapter the   research design and the methodology of the study was 
presented. It further outlined how the sample was selected, how the 
instrument was constructed and how the questionnaire was administered.  
 
The following chapter will focus on the analysis and interpretation of the 
study results including the biographical information. 
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Chapter 4 
THE FINDINGS 
 
4.1 Introduction 
 
The previous chapter outlined the methodology used for the study, how the 
sample was selected, data collection, reliability and validity and the response 
rate of the empirical study.   
 
The purpose of Chapter Four is to analyse and interpret the results from the 
empirical study. This also includes an analysis of the biographical information 
of the respondents. The results of each section are presented in the similar 
sequence as the sections in the questionnaire. The questionnaire comprised 
of two sections, namely A and B. 
  
4.2 Analysis and Interpretation of Biographical Information 
 
4.2.1 Gender 
 
The first question required participants to indicate their gender. Table 1 and 
Figure 1 below show the responses according to gender. 
 
Table 1: Responses according to gender 
 
Gender Response Frequency Percentage 
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Male 14 33% 
Female 28 67% 
Total 42 100% 
 
 
 
 
 
Figure 5: Responses according to gender 
 
 
 
The results show that sixty-seven percent of the respondents were females 
and thirty-three percent were males. ECLB is comprised of more females 
than males. The majority of the respondents for the study are females.  
 
4.2.2 Age group 
33% 
67% 
 Gender 
Male Female 
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The second question required respondents to indicate the age group they 
belong to. The table below shows the responses to age group. 
 
Table 2: Responses according to age group  
 
Age Group Response Frequency Percentage 
26 - 35 years 19 45% 
36 - 45 years 12 29% 
46 years + 11 26% 
Total 42 100% 
 
The results indicate that forty-five percent of the respondents are between 
twenty-six and thirty-five years of age, followed by twenty-nine percent who 
are between thirty-six and forty-five years of age and lastly twenty-six percent 
who are forty-six years and above.  
4.2.3 Organisational level 
 
All the respondents were required to indicate the level in which they belong in 
the organisational hierarchy. This was to ensure that all levels were 
represented in the study. Table 3 and Figure 2 below depict the results.  
 
Table 3: Responses according to organisational level  
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Levels Response frequency Percentage 
Senior Management 5 12% 
Middle management 7 17% 
Staff 30 71% 
Total 42 100% 
 
 
The results show that the majority of the respondents are ordinary staff 
members. Both middle and senior management participated in the study with 
a 17 percent and 12 percent response rate respectively. It was vital that 
management participated in the study in order to ensure that their views as 
formulators and drivers of the organisational strategic plan were considered. 
The results are therefore inclusive of the views of ECLB management.  
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Figure 6: Responses according to organisational level 
 
 
 
Figure 6 above depicts responses according to organisational level. 
 
4.2.4. Office location 
 
This question required respondents to indicate in which office they were 
based as ECLB has a head office and district offices. The table below shows 
the responses to the question. 
 
12% 
17% 
71% 
Organisational Level 
Senior Mgnt Middle Mgnt Staff 
Office location Response Frequency Percentage 
Head Office 31 74% 
District 11 26% 
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 Table 4: 
Responses according to office location 
 
 
 
 
 
 
 
Seventy-four percent (74%) of the respondents are based at the head office 
and twenty-six percent (26%) located at the district offices. This was 
expected as majority of ECLB employees are at the head office.  
 
 
4.2.5 Division 
 
Question Five required the respondents to indicate the division in which they 
render their services within the ECLB. The intention was to ensure 
representation of all the divisions of the organisation as performance 
management affects all employees. The table and figure below show the 
responses to the questions. 
 
Table 5: Responses according to divisions 
Total 42 100% 
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Division Response 
frequency 
Percentage 
Licencing Division (Licensing) 8 19% 
Compliance and Enforcement Division (CED) 16 38% 
Social  Accountability 3 7% 
Information Communication and Technology 
(ICT) 
1 2% 
Corporate Services 7 17% 
Finance 4 10% 
Office of the CEO (OCEO) 3 7% 
Total 42 100% 
 
 
 
 
 
 
 
 
 
 
 
Figure 7: Responses according to division 
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The results according to Figure 7 above show that all the divisions of ECLB are 
represented in the study and in proportion to their sizes. The Compliance and 
Enforcement Division had the most respondents, at thirty-eight percent (38%). 
This was expected as employees placed at the district offices belong to this 
division. 
 
4.2.6 Years of experience 
 
This question required respondents to indicate their years of experience at 
the ECLB. Table 6 and Figure 4 below show the responses to the question. 
 
Table 6: Responses according to years of experience 
 
0 
2 
4 
6 
8 
10 
12 
14 
16 
18 
Licencing CED Soc Acc ICT Corp Serv Finance CEO 
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Divisions 
Years Experience Response Frequency Percentage 
0 - 5 years 22 52% 
6 - 10 years 17 41% 
11 years + 3 7% 
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Figure 8: Responses according to years of experience 
 
 
 
The indication from the results is that 52% of the respondents have between 
zero and five years experience, 40% of the respondents have between six to 
52% 40% 
7% 
Years Experience 
0 - 5 years 6 - 10 years 11 years + 
Total 42 100% 
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ten years experience whilst 7% have eleven years or more. The respondents 
have experience at ECLB and are therefore familiar with the systems 
implemented.     
 
4.2.7 Performance reviews  
 
This question asked respondents the number of performance reviews that 
they had been involved in since being employed at ECLB. The intention was 
to ascertain that employees know how PMDS is implemented and have 
participated in the process. Table 7 below shows the responses to the 
question. 
 
Table 7: Responses according to Performance Reviews  
 
Performance reviews Response Frequency Percentage 
0 - 1 5 12% 
2 - 3 9 21% 
4+ 28 67% 
Total 42 100% 
The results show that 67% of the respondents have participated in 
performance reviews for 4 or more times, followed by the 21% of the 
respondents who have had two to three performance reviews. This means 
that employees who participated in the study have been reviewed for their 
performance and know the ECLB review processes. 
 
4.2.8 Summary of findings 
 63 
 
 
The demographic information reveals that all levels of management and staff 
of ECLB were represented in the study and, therefore, the sample can be 
accepted as representing the population. It was crucial that management 
also participated in the study as they are the drivers of the strategic direction 
of the organisation.  Participants were required to indicate their office location 
and division as it was essential that the entire organisation was represented.  
 
4.3  Analysis and Interpretation of Research Questions  
 
This section comprised four sub-sections which were:   
 Evaluation of the present performance management and 
development system. 
 Alignment between performance of individuals and the organisation. 
 Determining key performance areas. 
 Employee development. 
 
Descriptive statistical measures were used to analyse raw data. Descriptive 
statistical measures are intended to communicate more precise information 
about the behaviour of variables. The focus for this study was on the mean 
and the standard deviation as the statistical measures. The mean is a central 
tendency measure based on the arithmetic average of a set of data values.  
The standard deviation measures the spread of data. If the standard 
deviation is large relative to the mean it suggests that the data is not well 
represented by the mean, thus low reliability and less confidence (Collins and 
Hussey, 2009). The data obtained from the survey was analysed for each 
sub-section and presented in a tabular and graphical form. 
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Table 8 below shows the results for reliability for each factor. Each factor has 
one or more questions and will be discussed when the results for each are 
discussed.  
The Chronbach alpha’s range from 0,61 to 0,82 which indicate good internal 
consistency for the questions involved and an acceptable reliability for the 
measures involved. 
 
The table below also shows the research questions, factors analysed for 
each research question, the names of the factors and respective codes, the 
Cronbach alphas obtained and the internal consistency. 
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Table 8: Research questions and the factors used for analysis 
 
Research 
Questions 
(Chapter 1) 
Factors 
analysed for 
each  research 
item 
Names of 
factors that 
were 
analysed 
Factor code Alphas Internal 
consistency 
Is the present 
system an 
effective 
performance 
management 
system?  
 
Evaluation of the 
present 
performance 
management and 
development 
system 
Perceived 
benefits of 
PMDS 
F1 0,78 Good 
Evaluation of the 
present 
performance 
management and 
development 
system 
PMDS 
process 
F2 0,73 Good 
Evaluation of the 
present 
performance 
management and 
development 
system 
Performance 
review 
F3 0,61 Acceptable 
Evaluation of the 
present 
performance 
management and 
development 
system 
Performance 
culture 
F4 0,82 Excellent 
To determine if 
there is 
alignment 
between the 
performance of 
the individuals 
and the 
Strategic and 
individual 
performance 
alignment 
Strategic and 
individual 
performance 
alignment 
F5 0,70 Good 
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organisation. 
Is the process 
of determining 
key 
performance 
areas (KPA’s) 
correct and 
how are they 
assessed? 
Determining key 
performance 
areas 
 
 
Setting 
KPA's 
F6 0,82 Excellent 
Are the 
developmental 
needs of the 
employees 
identified and 
addressed in 
order to 
improve the 
performance of 
the individual 
and the 
organisation? 
Employee 
development. 
 
Development 
of 
employees 
F7 0,75 Good 
Employee 
development. 
Reward for 
performance 
F8 Single item  
Opinion on monetary rewards Best reward 
is monetary 
F9 Single 
 item 
 
 
In the next paragraph the findings for each research question will be discussed. 
 
4.4 Evaluation of the Effectiveness of the Performance Management 
and Development System – Section B 
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The analysis and interpretation relating to evaluating the present 
performance management and development system was aimed at solving 
sub-problem One and answering research question One, which relates to the 
effectiveness of the performance management and development system of 
the Eastern Cape Liquor Board (ECLB). The aim of the analysis was to 
determine whether the performance management and development system 
implemented at ECLB is in line with the literature outlined in Chapter Two. 
 
This section focused on the elements that are essential for a performance 
management and development system to be effective. The questions were 
grouped into nine (9) factor items for better analysis of the responses (refer 
to Appendix C for factor items and associated questions). The factors are 
presented and the results analysed below.  
 
4.4.1: Benefits of performance management and development system 
(Factor 1) 
 
This factor was aimed at assessing whether respondents view the ECLB 
performance management and development system as beneficial to the 
individuals and the organisation. The literature review highlighted that when 
the performance management and development system is implemented 
properly it may offer benefits for the organisation (Haines and St – Onge, 
2012). 
 
Table 9 below shows the four items selected from the questionnaire to form 
factor (1) one. The results for analysis of factors are in Appendix D and the 
responses for each question are in Appendix E. 
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Table 9: Items for benefits of performance management and 
development system (Factor 1) 
 
Item number from 
the questionnaire 
Item 
Q8-2 PMDS clarifies job expectation. 
Q8-3 Can influence performance goals and standards. 
Q8-5 My manager and I mutually agree how my 
performance will be measured. 
Q8-6 PMDS enables me to obtain organisational support to 
develop my capacity and skills to meet what is 
expected of me. 
 
The statistical results were taken from Appendix D and are shown in the 
table and figure below.  
 
Table 10: Analysis of results for benefits of the performance 
management and development system (Factor 1) 
 
Factor Mean Standard 
Deviation 
No 
0% 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
Factor 1 - 
Benefits of 
PMDS  
3,57 0,83 No 
0% 
2 
5% 
4 
10% 
8 
19% 
19 
45% 
9 
21% 
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Figure 9: Percentage support for performance management and 
development system benefits (Factor 1) 
 
 
 
The results indicated the following findings: 
 The Cronbach alpha for this factor revealed an acceptable consistency 
level of 0, 78 which means that the measure is reliable and that the four 
questions measure the same construct. 
 The Likert scale used for the questionnaire was from 1-strongly 
disagree to 5-strongly agree. Therefore the aggregate mean of 3, 57 for 
this factor indicates that the average individual believes that the PMDS 
is beneficial to the individuals and the organisation.  
 The standard deviation is 0, 83. The standard deviation is small and 
therefore respondents do not vary too much in their opinion about the 
benefits. They mostly agree. 
 Two thirds of the respondents (66%) were positive about the benefits to 
the individual and to the organisation of the performance management 
system that is implemented at ECLB.  
 Fifteen percent (15%) of the respondents had a negative view about 
this system.  
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 The analysis of this factor also reveal that the fourth question in this 
factor (see Appendix D) scores differently than the other 3 and brings 
the average down.  The item was: “PMDS enables me to obtain 
organisational support to develop my capacity and skills to meet what is 
expected of me.”  
 
Table 11: Analysis of results for organisational support (question 8- 6) 
 
Item Mean S.D. Strongly 
disagree 
Disagree Neutral Agree Strongly 
agree 
Q 
8-6 
 
3.14 1.18 6 
14% 
6 
14% 
8 
19% 
20 
48% 
2 
5% 
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Figure10: Percentage of responses for organisational support 
 
 
 
The result for question 8-6 on its own shows less support than the other three 
questions. Respondents are also more evenly spread for agreement and 
disagreement and it seems as if the support by the organisation to develop 
skills and capacity based on the PMDS is not at the level that it should be. 
 
4.4.2 Understanding the process of performance management and 
development system (Factor 2) 
 
The understanding of the performance management process by the 
managers and supervisors is critical in order to ensure the system’s 
effectiveness and efficiency.  The process has to be implemented in its 
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entirety and entails planning and setting expectations, continually monitoring 
performance, developing capacity to perform, periodically rating performance 
and rewarding or taking corrective action for poor performance (Parmenter, 
2010) 
 
This factor was aimed at assessing whether the performance management 
process is fully understood by all employees and correctly implemented in all 
the divisions of the organisation. There were six questions for this factor as 
depicted in Table 12 below. 
 
Table 12: Items for understanding process of the performance 
management and development system (Factor 2) 
 
Item number from 
the questionnaire 
Item 
Q8-1 I fully understand the objectives of the Performance Management 
and Development System (PMDS). 
Q8 - 4 My duties and responsibilities are clearly defined. 
Q8-10 I contribute to the discussion about individual and team goals and 
objectives. 
Q8-17 I understand the alignment between my work and organisational 
goals. 
Q8-19 I am confident that this PMDS is a fair and unbiased system. 
Q10 -7 My job description clearly defines my role and responsibility. 
 
The statistical results were taken from Appendix D and are shown in Table 13 and 
Figure 11 below.   
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Table 13: Analysis of results for understanding the process of the 
performance management and development system (Factor 2) 
 
Factor Mean Standard 
Deviation 
Very 
Negative 
 
Negative 
 
Neutral Positive 
 
Very 
Positive 
 
F2 – 
PMDS 
process 
3.65 0.73 0 
0% 
4 
10% 
11 
26% 
17 
40% 
10 
24% 
 
 
 
 
 
 
 
 
 
Figure 11: Percentage support for understanding performance 
management and development system (Factor 2) 
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The analysis of the results for examining understanding of the performance 
management process indicated that:  
 This factor had a Cronbach alpha score of 0, 73 which means a good 
consistency level.  
 Sixty-four percent (64 %) of the respondents were positive about the 
understanding of the performance management objectives, the 
process being clearly defined. They further confirmed that 
respondents contribute to the discussions about the objectives of the 
team. 
 Ten percent (10%) of the respondents had a negative view and 
twenty-six (26%) were neutral about the understanding and 
participation in the process. 
 The questionnaire used a Likert scale of 1-strongly disagree to 5-
strongly agree. Therefore the aggregate mean of 3,67 for this factor 
indicate that the average individual believes that the PMDS process is 
fully understood by all employees and correctly implemented in all the 
divisions. 
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 The standard deviation of 0, 73 was obtained, indicating that the data 
is reliable and also possess a high confidence level. 
 The results further revealed that fifty-two percent (52%) of the 
respondents were not confirming that PMDS is a fair and an unbiased 
system.  
 
4.4.3 Performance reviews (Factor 3) 
 
When performance management is implemented effectively it is important to 
conduct continuous assessment through regular meetings in order to 
determine progress towards the set objectives. This also assists in taking 
corrective action on time (Heathfield, 2014). 
  
The four questions that were asked for this factor determined whether 
performance reviews are conducted continuously and feedback is frequently 
given to employees. It also assessed whether a single source or 360 degree 
feedback is used. The table below shows the questions for this factor. 
 
Table 14: Items for performance reviews (Factor 3) 
 
Item number from the 
questionnaire 
Item 
Q8-7 I am continuously provided with feedback on my 
performance.  
Q8-8 I only get feedback during performance reviews. 
Q8-9 Managers focus on performance, not personality during 
the performance review. 
 76 
 
Q8-12 Feedback about my performance is also gathered from 
other superiors, subordinates, peers, suppliers or 
external clients. 
 
The statistical results were taken from Appendix D and are shown in Table 
15 and Figure 12 below.   
 
 
 
 
 
Table15: Analysis of results for performance reviews (Factor 3) 
 
Factor Mean Standard 
Deviation 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
 
F3 – 
performance 
reviews 
2.88 0.86 6 
14% 
9 
21% 
13 
31% 
12 
29% 
2 
5% 
 
Figure 12: Percentage support for performance reviews (Factor 3) 
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Analysis of the results for this factor indicates the following: 
 
 The Cronbach alpha for this factor revealed an acceptable level of 0,61.  
 The Likert scale used for the questionnaire was from 1-strongly 
disagree to 5-strongly agree. The aggregate mean for this factor was 
2,88 which is below the average. Respondents are more evenly spread 
for agreement and disagreement. This suggests that the frequency of 
performance reviews and the provision of feedback is not at the level 
that it should be. 
 Thirty-five percent (35%) of the respondents indicated that performance 
reviews were not continuous and feedback was not frequently provided 
to the respondents. Thirty-one percent (31%) were neutral and only 
thirty-four percent (34%) positive about performance reviews. 
 Respondents also revealed that feedback about their performance was 
not gathered from superiors, subordinates, peers and external clients. 
 The standard deviation was 0,86 which means that the results show 
reliability. 
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4.4.4 Performance culture (Factor 4) 
 
An effective performance management system requires that management set 
a culture that drives performance. Haygroup (2011) emphasised that for 
organisations to deliver on their expectations an approach to performance 
management that is linked to the strategy and culture is imperative. 
 
To measure whether the organisational culture supports performance 
management, five questions were asked for this factor. Refer to Table 16 
below. 
 
Table 16: Items for performance culture (Factor 4) 
 
Item number from the 
questionnaire 
Item 
Q8-13 My contribution to the organisation is recognised / I feel 
recognised as an employee at ECLB. 
Q8-14 Managers continuously motivate employees to achieve 
their goals. 
Q8-15 Culture of performance management is driven on a daily 
basis. 
Q8-16 Positive relations between management and employees 
enable achievement of goals. 
Q8-18 I know I can be disciplined and ultimately dismissed for 
non-performance. 
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The statistical results as depicted in Appendix D and are shown in Table 17 
and Figure 13 below.   
 
Table 17: Analysis of results for performance culture (Factor 4) 
 
Factor  Mean Standard 
Deviation 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
 
F4 – 
performance 
culture 
3.14 1.02 3 
7% 
9 
21% 
10 
24% 
15 
36% 
5 
12% 
 
Figure 13: Percentage support for performance culture 
 
 
 
The analysis of the results that examined the existence of a performance 
culture at ECLB indicated the following:  
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 The Cronbach alpha for this factor revealed an excellent consistency 
level of 0, 82.  
 Almost half of the respondents (48%) agreed that a performance 
driven culture is demonstrated at ECLB. Twenty-eight percent (28%) 
had a different view and twenty-four percent (24%) were neutral. 
 The Likert scale used for the questionnaire was from 1-strongly 
disagree to     5-strongly agree. Therefore, the aggregate mean of 
3,14 for this factor indicates that the average individual believes that 
the organisational culture supports performance management.  
 This factor had a standard deviation of 1,02 meaning that the results 
are reliable. 
 
4.4.5 Summary of findings for research question one 
 
This research question was aimed at establishing whether the present 
system at ECLB is an effective performance management and development 
system. The results discussed above suggest that the performance 
management system implemented at ECLB is effective as the respondents 
believed that it was beneficial for the individuals and the organisation. The 
results further revealed that the process was fully understood by the 
employees and correctly implemented in all the divisions.  
 
The areas of improvement relate to frequency of performance reviews, 
feedback giving, the use of feedback given by different members who interact 
with the employee, amongst others, as well as ensuring that the culture of the 
organisation supports the PMDS.  
 
4.5 Alignment between Performance of Individuals and the Organisation 
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The analysis and interpretation of this section relates to Sub-problem Two of 
the study, which is: “Alignment between the performance of the individuals 
and the organisation”. 
  
In solving the sub-problem, the objective was to establish whether the 
performance of the individuals at ECLB is aligned to the organisational 
performance, as discussed in Chapter Two. 
 
4.5.1 Alignment of individual and organisational performance (Factor 5) 
 
It is crucial that the vision of the organisation and the strategies are cascaded 
to all levels and find expression in the performance measurement model of 
the organisation.  When every employee is aware of his or her contribution to 
the vision and strategies of the organisation, control and measurement of 
performance becomes easier.  The literature revealed that the driving forces 
for the success of an organisation are the vision and the strategy (Guest, 
2011).  The common understanding and contribution towards the vision is 
key for the success of the organisation. 
 
Guest (2011) further emphasises that it is important to ensure that the efforts 
of management and employees are integrated so as to achieve 
organisational success. All levels, i.e. organisational, business units and 
individuals, must maintain synergy and be attuned to each other. 
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The discussion on this section will focus on determining to what extent the 
performance of the individuals is aligned to that of the organisation. Table 12 
below depicts the items and responses for factor five (5), i.e. alignment 
between performance of individuals and the organisation. 
 
Table 18: Items for alignment between performance of individuals and 
the organisation (Factor 5) 
 
Item number 
from Appendix D  
Item 
Q9-1 I know ECLB’s vision and I contribute towards achieving it. 
Q9-2 ECLB shares its strategic goals and objectives with 
employees. 
Q9-3 I am clear about how my role fits into strategic objectives. 
Q9-4 I strive to achieve the strategic objectives of ECLB. 
Q9-5 My manager / supervisor sets clear objectives for me in line 
with ECLB strategy. 
Q9-6 My performance agreement is in line with the strategic and 
annual performance plan of ECLB. 
 
The table and figure below provides show the statistical results as depicted in 
Appendix D.  
Table 19: Analysis of results for alignment between performance of 
individual and the organisation (Factor 5) 
Factor Mean Standard 
Deviation 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
 
F5 – 
performance 
3.47 0.74 3 2 8 23 6 
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Figure 14:  Percentage support for performance alignment 
 
 
  
Analysis of the above results shows that: 
 The Cronbach alpha for this factor revealed an acceptable 
consistency level of 0, 70.The  
 Likert scale used for the questionnaire was from 1-strongly disagree 
to 5-strongly agree. Therefore, the aggregate mean of 3, 47 for this 
factor indicates that the average individual believes that there is 
alignment between the performance of the individuals and the 
organisation. 
 This factor has a standard deviation of 0,74 which indicates 
confidence and reliability of the results. 
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 An overwhelming majority of the respondents (90%) agreed or 
strongly agreed that they know ECLB’s vision and they contribute 
towards its achievement. 
 Fifty-seven percent (57%) of the respondents agreed or strongly 
agreed that the strategic objectives are shared with them. 
 Seventy-two percent (72%) maintained that they were clear about 
how their role fitted into the strategic objectives supported the 
above opinions. 
 A significant number (73%) of respondents strive to achieve the 
ECLB objectives. 
 More than two thirds (69%) of the respondents agreed or strongly 
agreed that clear objectives are set for them in line with the 
organisation’s strategy. 
 Sixty-two percent (62%) agreed or strongly agreed that their 
performance agreements are in line with the plans of the 
organisation. 
 
4.5.2 Summary of findings for research question two 
 
 The second research question examined if there is alignment between the 
performance of individuals and the organisation. The results suggest that the 
performance of individuals is aligned to that of the organisation.  The results 
also show that employees also contribute towards achieving the vision. The 
analysis of the results indicates that respondents are clear about how their 
roles fit into the strategic objectives of the organisation. 
 
4.6 Determining Key Performance Areas (Factor 6) 
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Key performance areas (KPA’s) are specific areas in which the organisation 
and individuals must perform well in order to ensure the achievement of 
strategies and goals. The performance of individuals is managed and 
monitored through set KPA’s, hence a proper method of determining KPA’s is 
imperative.    
 
In this section the analysis and interpretation relates to Sub-problem Three 
namely, “determining key performance areas” (KPA’s). The objective was to 
establish how KPA’s are set at ECLB, whether they are aligned to the 
objectives and goals of the organisation and to examine if correct 
approaches are used to set the KPA’s, amongst others. 
 
The table below shows the questions and the responses for the section of the 
questionnaire that examined how KPA’s are determined. 
 
Table 20: Items for determining the key performance areas responses        
(Factor 6) 
 
Item number from 
Appendix D 
Item 
Q10.1 My KPA’s (key performance areas) are clearly defined and 
measured. 
Q10.2 I participate in the process of developing KPA’s.  
Q10.3 There is alignment between my KPA’s and my 
manager/supervisor’s KPA’s. 
Q10.4 All my work activities contribute towards achievement of my 
KPA’s. 
Q10.5 My performance agreement has KPA’s that are specific to my 
core function.  
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Q10.6 My performance agreement has KPA’s that are common to other 
managers/supervisors KPA’s.  
Q10.7 My job description clearly defines my role and responsibility. 
Q10.8 There is alignment between my job description and my KPA’s. 
 
The table and figure below provide the statistical results as depicted in Appendix D.  
 
 
 
 
Table 21: Analysis of results for determining key performance areas      
(Factor 6) 
 
Figure 15: Percentage support for determining key performance areas           
(Factor 6) 
 
Factor  Mean Standard 
deviation 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
 
F6 3.31 0.86 2 
4% 
8 
19% 
12 
29% 
12 
29% 
8 
19% 
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The analysis of the responses in the above table indicates that: 
 The Cronbach alpha for this factor revealed an acceptable 
consistency level of 0, 82 which means that the measure is reliable 
and that the questions for this factor measure the same construct. 
 The Likert scale used for the questionnaire was from 1-strongly 
disagree to 5-strongly agree. Therefore, aggregate mean of 3, 31 
for factor six (6) indicates that the average individual believed that 
the process of determining KPA’s is clear and followed to its 
entirety. 
 This factor has a standard deviation of 0, 86 which indicates 
confidence and reliability of the results. 
 Sixty-nine percent (69%) of the respondents agreed and strongly 
agreed that their KPA’s are clearly defined and only 19% disagreed. 
  Almost half (48%) maintained that they participate in the process of 
developing their KPA’s whilst 38% disagreed and 14% were neutral 
about this statement. Although respondents indicated that they 
participate in the KPA’s setting process, 45% agreed and strongly 
agreed that there is alignment between their KPA’s with those of 
their supervisors, 29% disagreed and 26% were neutral. 
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 Fifty-seven percent (57%) of the respondents agreed and strongly 
agreed that their work activities contribute towards achievement of 
their KPA’s against 26% who disagreed and 17% who were neutral. 
 A majority of the respondents (69%) agreed and strongly agreed 
that their performance agreements have KPA’s that are specific to 
their core functions. 
 Similarly 65% claimed that their job descriptions clearly define their 
roles and responsibilities whilst 64% confirmed alignment between 
job descriptions and the KPA’s. 
 
4.6.1 Summary of findings for research question three 
 
The third research question was aimed at testing whether the process of 
determining key performance areas is correct and how they are assessed. A 
majority of the respondents believed that their KPA’s are defined clearly. 
They further confirmed that there is a link between their core function and the 
setting of the KPA’s. The job descriptions are taken into consideration during 
the process of setting KPA’s. This is proved by the 64% of the respondents 
who believed there is alignment between KPA’s and job descriptions. One 
can conclude therefore that the process of determining the KPA’s is correct 
and they are assessed appropriately. 
 
4.7 Employee Development (Factor 7) 
 
One of the objectives of implementing a performance management system is 
to assist with the identification of competencies and developmental needs. 
Organisations seek continuous improvement through the development of 
employees. 
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The section analysis and interpretation is related to Sub-problem Three. The 
objective of this sub-problem was to examine whether the developmental 
needs of the employees are identified and interventions implemented to 
improve the performance of the employees. It was also tested whether there 
are any consequences for non-performance. The table below shows the 
questions and the responses for employee development. 
 
Table 22: Items for employee development (Factor 7) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Item number from 
Appendix D 
Item 
Q11.1 I know what skills and competencies are essential to 
perform my job. 
Q11.2 During performance reviews my developmental needs 
are identified. 
Q11.3 The identified developmental needs are always 
addressed.  
Q11.4 Different interventions are applied (e.g. training 
courses internally or externally, self-study, job 
shadowing) to address developmental needs of 
employees. 
Q11.5 I am given opportunities to learn and develop to 
expand my career options. 
Q11.6 Non-performers are assisted to improve their 
performance.  
Q11.7 Employees are dismissed due to non-performance. 
Q11.8 Employees are rewarded for good performance. 
Q11.9 The most important reward for performance is in 
monetary terms. 
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The table and figure below show the statistical results as depicted in Appendix 
D.  
Table 23: Analysis of results for employee development (Factor 7) 
 
Factor Mean Standard 
Deviation 
Very 
Negative 
 
Negative Neutral 
 
Positive 
 
Very 
Positive 
 
F7 – 
employee 
developm
ent 
3.15 0.74 4 
10% 
6 
14% 
13 
31% 
17 
40% 
2 
5% 
 
Figure 16: Percentage support for employee development (Factor 7) 
 
 91 
 
 
 
 The Cronbach alpha for this factor revealed an acceptable consistency 
level of 0,75 which means  that the items for this factor measure the 
same construct. 
 The Likert scale used for the questionnaire was from 1-strongly 
disagree to 5-strongly agree, with an average of 3. The aggregate 
mean for factor seven (7) was 3,15 meaning that the average individual 
believes that the performance management and development system 
contributes to the development of employees. 
 This factor has a standard deviation of 0,74 which indicates confidence 
and reliability of the results. 
 A majority of the respondents (88%) agreed that they know what skills 
and competencies are essential to perform their jobs whilst only 10% 
disagreed. This means that they have job descriptions that specify the 
skills and competencies required for their positions. 
 Sixty-nine percent (69%) of the respondents agreed that their 
developmental needs are identified during the performance review and 
against the 20% who disagreed with that statement. This implies that 
developmental needs are identified during performance reviews. 
However, the organisation needs to improve and ensure that this 
practice is implemented throughout the organisation. 
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4.8 Reward for Performance and Best Reward (Factor 8 and 9) 
 
Leonard and Hilgert (2007) argued that tangible rewards motivate 
outstanding performers towards excellence. In Chapter Two, two ways were 
suggested for recognition of good performance, i.e. financial and non-
financial rewards. It was highlighted that organisations need to be more 
creative with the use of non-financial rewards in order to recognise 
performance.   
 
Factor eight and nine had one question each which were “Employees are 
rewarded for good performance” and “The most important reward for 
performance is in monetary terms”, respectively. These questions were 
aimed at determining whether employees believe the organisation rewards 
them for their performance in line with the performance management system. 
The second question sought to establish whether different methods are 
applied for rewarding employees and which method was deemed as the most 
effective by the employees. 
The tables and figures below show the questions and statistical results as 
depicted in Appendix D.  
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Table 24: Items for reward (Factor 8 and 9) 
 
 
 
 
 
 
 
 
Table 25: Analysis of results for rewards (Factor 8 and 9) 
 
Factor Mean Standard 
Deviation 
Very 
Negative 
 
Negative 
 
Neutral 
 
Positive 
 
Very 
Positive 
 
F8 – Reward for 
performance 
4.00 1.08 3 
7% 
1 
2% 
3 
7% 
21 
50% 
14 
34% 
F9 – Best reward 3.81 1.13 1 
2% 
6 
14% 
7 
16% 
14 
34% 
14 
34% 
 
 
Figure 17: Percentage support for reward for performance (Factor 8) 
 
Item number from the 
Appendix D 
Item 
Q11-8 Employees are rewarded for good 
performance. 
Q11-9 The most important reward for performance is 
in monetary terms. 
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Figure 18: Percentage support for best reward (Factor 9) 
 
 
 
 These factors have an aggregate mean of 4,00 and 3,81 respectively 
indicating that respondents believe that they are rewarded for their 
performance and money is the most important reward. 
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 The results showed that a significant majority of the respondents, 83% 
agreed that employees are rewarded for good performance and only 
9% are in disagreement.  
 Two thirds (66%) of the respondents viewed monetary reward as the 
most important whilst only 16% considered other rewards as important. 
This can suggest that monetary rewards are mostly used at ECLB. The 
organisation needs to recognise that employees are motivated by 
different things and therefore must consider being innovative and also 
use non-financial rewards. 
 
4.8.1 Summary of findings for identification of developmental needs 
 
The fourth research question was aimed at establishing if the developmental 
needs of the employees are identified in order to improve the performance of the 
individual and the organisation. The results suggests that an average employee 
is positive about the contribution of the performance management and 
development system to the development of the employees.  
The developmental needs were identified during the performance reviews. 
However, ECLB needs to improve on ensuring that all identified gaps are 
addressed as 69% of the respondents constitute those who were in 
disagreement or neutral about this. Sixty-one (61%) of the respondents were in 
disagreement and neutral about the use of different interventions for the 
development of employees.  This raises a concern about the types of 
development interventions used at ECLB.  
 
4.9 Summary of all the Findings  
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The findings for the analysis and interpretation of the results indicated that all the 
factors that were used to assess the problem and the sub-problems have 
acceptable consistency levels and the items proved to be reliable. All the factors 
have aggregate mean ranging from 2,88 to 4 as detailed in the discussions 
above, meaning that an average individual believes that the performance 
management and development system is effective, alignment between the 
performance of individuals and the organisation exists, the KPA’s are determined 
and assessed in the correct manners and lastly that the PMDS contributes to the 
development of the employees.  
 
In spite of the average understanding, there are areas that need to be taken into 
consideration for scrutiny and enhancement of the PMDS by management. In 
relation to the understanding of the benefits of PMDS, although 66% of the 
respondents are in agreement with an understanding of PMDS benefits, 
management has a responsibility to ensure that the remaining 34% also fully 
understand so the organisation may function optimally. The results also revealed 
that the responses for organisational support to develop skills and capacity based 
on the PMDS are more evenly spread in terms of disagreement and agreement. 
This suggests that this is not currently at the level that it should be. 
 
The results indicate that respondents believed that they understood the PMDS 
process as supported by the 64% who were in agreement with that. The 
remaining 36% who were in disagreement or neutral suggest that not everyone is 
on board and/or believe that the system is fair and unbiased. 
  
The results in relation to the performance reviews factor indicated an even 
spread of responses for agreement and disagreement, therefore, suggesting that 
the performance review process is not at the level it is supposed to be. A culture 
that supports performance management has to be ensured by management as 
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the results revealed that only 48% of the respondents were in agreement that it 
exists.  
 
The results show that employee development is a vital aspect of performance 
management and that 45% of respondents are in agreement that PMDS 
contributes to employee development. More attention has to be given to 
addressing the gaps identified and ECLB should be using different types of 
intervention to develop employees.  
 
Most respondents were in agreement that they are rewarded for performance at 
ECLB and results showed that monetary rewards are seen as the most important 
reward. This may suggest that respondents are not aware of other forms of reward 
or that these are not in use at ECLB.   
 
4.10 Conclusion 
 
The purpose of this chapter was to analyse and interpret the data collected in the 
questionnaires. Each section was analysed and interpreted in relation to the sub-
problems and the literature viewed. The results indicated existence of an effective 
performance management system. However, there are areas that need attention 
and improvement in order to achieve greater enhancement. 
 
Chapter Five will present the conclusions and recommendations of the study 
based on the findings discussed above. It will further indicate problems and 
limitations of the study and how it can contribute to future research. 
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CHAPTER 5 
 SUMMARY, CONCLUSION AND RECOMMENDATIONS 
 
5.1 Introduction 
 
This chapter will focus on providing a summary of the main findings of the 
evaluation of the effectiveness of the performance management and development 
system in the Eastern Cape Liquor Board. The discussion will also elaborate on 
the conclusions reached with respect to the main and sub-problems. The 
problems, as well as limitations, that were encountered during the research will be 
stated. Recommendations and opportunities for further research will be presented 
and discussed. 
 
5.2 Problems and Limitations 
 
There were no major problems encountered during the roll-out of the study. There 
was a change in management as the Chief Executive Officer (CEO) left the 
organisation and this could have impacted upon the progress of the study as 
permission to conduct the study had been granted by the former CEO. 
 
There was failure by some respondents to submit the questionnaires within the 
stipulated timelines, especially from the district offices. Reminders through emails 
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and follow–up telephone calls resulted in receipt of a sufficient number of 
responses. 
 
5.3 Conclusions of the Study 
 
The aim of this study was to evaluate the effectiveness of the performance 
management and development system in the Eastern Cape Liquor Board.  
 
The main and sub-problems and how they would be addressed were outlined in 
Chapter One. The sub-problems were identified to be: 
 Effectiveness of the performance management system. 
 Alignment between the performance of the individuals and the 
organisation. 
 The process of determining key performance areas (KPA’s). 
 The developmental needs of the employees are identified and 
addressed. 
 
The following discussion provides a summary of the study. All the sub-problems 
were addressed through the empirical study. The main findings in relation to each 
sub-problem are discussed below: 
 
5.3.1 Conclusions: effectiveness of the performance management 
system 
 
In assessing the effectiveness of the performance management and development 
system in the ECLB, a number of factors were examined, which comprised the 
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understanding of the PMDS benefits and processes by all the employees. This 
also included assessment of how performance reviews are conducted and an 
assessment of the existence of a performance-driven culture within the 
organisation. 
 
The analysis of the results indicated that managers and employees understood the 
performance management process and confirmed participation therein. The 
analysis further revealed that employees were aware of the benefits derived from 
the implementation of the PMDS. Performance reviews which are fundamental for 
measurement of the performance and the provision of feedback were not at a level 
that they should be as the results showed an even spread of agreement and 
disagreement.  
 
In relation to organisational culture, although an average individual believed that 
organisational culture supported performance management, the percentage of 
respondents (52%) who were unsure and in disagreement with this statement is a 
concern.  
 
The findings indicated that the performance management and development 
system is implemented at ECLB and employees were aware of the system, the 
process and its benefits.  
 
5.3.2 Conclusions: alignment between the performance of the 
individuals and the organisation 
 
Alignment between the performance of individuals and the expected performance 
of the organisation is important for the success of the performance management 
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and development system and the realisation of organisational goals. The results 
indicated that employees identified with ECLB’s vision and contribute towards 
achieving it. The results also confirmed that employees were aware of how their 
roles fitted into the strategic objectives of the organisation and that their own 
performance agreements were aligned with the strategic plans of the organisation. 
 
The findings revealed that the performance of the individuals and the organisation 
is aligned. Most employees identify with the vision of the organisation, are aware 
of the goals and strategic objectives and confirm their contribution towards the 
achievement of these. The results showed that the performance agreements of the 
employees are aligned to the strategic plans and objectives of the organisation. 
 
The organisational culture needs to be addressed since not all employees believe 
that ECLB culture supports performance management. This could have a negative 
impact on effectiveness of PMDS.  
 
5.3.3 Conclusions: the process of determining key performance areas 
(KPAs) 
 
The results pertaining to how key performance areas are determined at ECLB 
indicate that employees participate in the process of determining KPAs and as a 
result they have clearly defined KPA’s. However, there is still room for 
improvement in this area as 52% of the responses were neutral or in 
disagreement. The alignment of the KPAs of the employees with those of their 
superiors needs to be further investigated as 55% of the respondents were unsure 
or in disagreement. This could mean that KPAs are either not aligned or 
employees are not aware of them. The results further show that employees 
confirm that their work activities contribute towards achieving KPAs. 
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The findings indicated that the process of determining key performance areas is 
followed at ECLB, however, not in its entirety. The KPAs are clearly defined and 
employees participate in the process. However, it should be ensured that there 
should be alignment between KPAs of the supervisors and those of the 
employees. 
 
5.3.4 Conclusions: the developmental needs of the employees are 
identified and addressed 
 
The results of the empirical study revealed that ECLB employees have job 
descriptions that specify the skills and competencies for their jobs. They further 
indicated that employees are aware of skills and competencies required to perform 
their jobs. In line with the purpose of the performance management system, the 
developmental needs of the employees are identified during performance reviews 
at ECLB as revealed by the results. These need to be addressed after 
identification and there seems to be a deficiency in that area together with the use 
of multiple interventions to address the gaps. The results also revealed that 
employees are rewarded for good performance at ECLB and that a monetary 
reward is believed to be the most important reward. 
 
In addition, the study reveals that in ensuring the development of employees to 
meet the desired performance, required skills and competencies are recognised 
and developmental needs of employees are identified during performance reviews. 
The study indicates that reviews of performance are not held on a frequent basis 
thus suggesting that only formal reviews are held. The results indicate that the 
identified needs are not always addressed and a number of reasons are 
suggested for this, for example, budget or lack of a functional skills development 
component amongst others.  
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The results show that employees feel that they are not given opportunities to learn 
and expand their career options. They further show that different interventions are 
not used for the development of employees. Employees are in disagreement that 
ultimate dismissal of employees due to non-performance occurs, suggesting that 
this is not happening at ECLB. 
 
The study reveals that good performance is rewarded at ECLB and that monetary 
rewards are deemed important.  
 
5.3.5 Conclusion 
 
All elements of an effective performance management and development system 
exist at ECLB. However, not all of them are implemented to their completeness as 
there are gaps than have been identified through the study.  Management has to 
focus on these areas in order for the PMDS system to achieve its intended 
purpose as they are also critical for its success. 
 
5. 4 Recommendations 
 
The recommendations of the research study on the evaluation of the effectiveness 
of the PMDS implemented at ECLB have highlighted certain gaps or shortcomings 
that were identified in the study. These gaps need to be addressed in order to 
ensure the success and effectiveness of PMDS. 
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5.4.1 Recommendations: effectiveness of the performance management 
system 
 
In order for the PMDS to be effective it is important that all its aspects are 
implemented fully. It is recommended that performance reviews and feedback 
giving is improved. The use of 360 degree feedback should also be considered as 
the results indicated that this is not implemented at ECLB. This type of feedback 
encourages everyone to perform and minimises victimisation of employees by the 
immediate supervisor. 
 
5.4.2 Recommendations: alignment between the performance of the 
individuals and the organisation 
 
The alignment of the performance of individuals and the organisation is of utmost 
importance as it ensures that all efforts are towards achieving the vision of the 
organisation. It is recommended that management establishes a culture that drives 
performance within the organisation as a bad culture can have a detrimental effect 
on the success achieved so far through PMDS. 
 
5.4.3 Recommendations: the process of determining key performance 
areas (KPAs) 
 
It is important that the process of determining KPAs is transparent and 
participation by everyone is encouraged. This will result in the flow and link of 
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supervisor KPAs with those of the employees. It is recommended that a culture 
wherein everyone participates in determining KPAs should be established as this 
supports the success of PMDS. 
 
 
 
5.4.4 Recommendation: the developmental needs of the employees are 
identified and addressed 
 
It was established that the organisational support for developing skills and capacity 
based on PMDS is not at a level that it should be and should be improved. This 
can be done through ensuring that the development needs identified during 
performance reviews are addressed. This should not be done only through formal 
training. There are other alternative interventions which can be explored such as 
mentoring and coaching and on the job-training, amongst others. 
 
ECLB has to pursue the use of both monetary and non-monetary rewards as 
employees are motivated by different factors. 
 
5.4.5 Overall recommendations 
 
It is recommended that performance management and development system be 
implemented to its fullest extent taking into consideration all the necessary steps 
until ultimate dismissal when required. If this is not done it may become a system 
with no value to the organisation.  
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5.5 Opportunities for Further Research 
 
This study highlighted areas where the ECLB is not performing at the level that it is 
supposed to be, for example, organisational support for developing skills and 
capacity based on PMDS. These finding may be used to for an in-depth 
investigation of capacity and skills development.  
 
More research can be conducted to investigate non-monetary rewards that may be 
appreciated by the employees. The results may be a basis for further research by 
other entities of the Department of Economic Affairs, Tourism and Development. 
 
5.6 Conclusion 
 
The study aimed at evaluating the effectiveness of the performance management 
and development system in the Eastern Cape Liquor Board. The study carefully 
analysed all the objectives that were outlined for an effective performance 
management system. The interpretation and analysis of the results was conducted 
in relation to the research problems that were outlined in Chapter One. These 
provided the basis to form conclusions and make recommendations in the study. 
Opportunity for further research was also highlighted as the study can inform other 
entities and more research within ECLB. Finally, this study has improved my 
research capacity and understanding of the importance of research within 
organisations as management does not always investigate systems that they have 
put in place. 
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Appendix A - Questionnaire Covering Letter 
 
Survey: Evaluating the effectiveness of the performance management and 
development system in the Eastern Cape Liquor Board. 
 
In order to obtain a Master’s degree in Business Administration at the Nelson 
Mandela Metropolitan University, I am required to demonstrate my ability to 
conduct research. 
 
You are therefore invited to participate in a survey aimed at evaluating if the 
performance management and development system in ECLB achieves its 
intended objectives. 
 
The organisation has agreed that I conduct this evaluation. It will be greatly 
appreciated if you can complete the attached questionnaire. The questionnaire 
has been designed in such a way that minimum time is required for the 
completion thereof. It is important to note that you don’t have to write your name 
on the questionnaire. Answers will therefore, be kept anonymous. 
Confidentiality is guaranteed and you will not in any way be linked to any 
information that is published about the survey. 
 
Your co-operation in this regard will be highly appreciated. Kindly return the 
questionnaire to me not later than 12 August 2014. 
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------------------------      ------------------------ 
L. L. Tini        Prof G. Pelser 
Researcher       Research Supervisor 
  
 
 
 
 
 
 
Appendix B - Questionnaire Used 
 
SECTION 1: BIOGRAPHICAL INFORMATION 
 
Please answer the following questions by marking the correct option with an X  
1. What is your gender? 
Male  Female  
 
2.  In which age category do you belong? 
2.1 0-25 years  
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2.2 26 - 35 years  
2.3 36-45 years  
2.4 46 and more years  
 
3. Specify your level within the organisation. 
Senior 
Management  
 Middle 
management 
 Staff  Other  
 
 4. In which office are you based? 
Head office  District office  
 
5. In which division of the organisation are you? 
5.1 Licensing  5.5 Corporate Services  
5.2 Compliance and 
Enforcement 
 5.6 
 
Finance  
5.3 Social Accountability  5.7 Office of the CEO  
5.4 ICT     
 
 
6. How many years have you been employed at ECLB? 
0-5 years  6- 10 years  More than 10 years  
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7. How many performance reviews have you had at ECLB? 
0-1  2-3  More than 3  
 
EVALUATION OF THE PRESENT PERFORMANCE MANAGEMENT AND 
DEVELOPMENT SYSTEM  
Please indicate the extent to which you agree with the following statements by 
indicating with an “X” in the appropriate box. 
 
No Item 
St
ro
ng
ly
 
di
sa
gr
ee
 
D
is
ag
re
e 
N
eu
tr
al
 
A
gr
ee
 
St
ro
ng
ly
 
ag
re
e 
8.1 I fully understand the objectives of the 
Performance Management and 
Development System (PMDS). 
1 2 3 4 5 
8.8 PMDS assists in clarifying what is 
expected of me. 
1 2 3 4 5 
8.3 I have a chance to influence my 
performance goals and standards. 
1 2 3 4 5 
8.4 My duties and responsibilities are clearly 
defined. 
1 2 3 4 5 
8.5 My manager and I mutually agree how my 
performance will be measured. 
1 2 3 4 5 
8.6 PMDS enables me to obtain 
organisational support to develop my 
capacity and skills to meet what is 
expected of me. 
1 2 3 4 5 
8.7 I am continuously provided with feedback 
on my performance.  
1 2 3 4 5 
8.8 I only get feedback during performance 
reviews. 
1 2 3 4 5 
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No Item 
St
ro
ng
ly
 
di
sa
gr
ee
 
D
is
ag
re
e 
N
eu
tr
al
 
A
gr
ee
 
St
ro
ng
ly
 
ag
re
e 
8.9 Managers focus on performance, not 
personality during the performance 
review. 
1 2 3 4 5 
8.10 I contribute to discussion about individual 
and team goals and objectives. 
 
1 2 3 4 5 
8.11 Supervisors and managers receive 
training on how to implement performance 
management system. 
1 2 3 4 5 
8.12 Feedback about my performance is also 
gathered from other superiors, 
subordinates, peers, suppliers or external 
clients. 
1 2 3 4 5 
8.13 My contribution to the organisation is 
recognised / I feel recognised as an 
employee at ECLB. 
1 2 3 4 5 
8.14 Managers continuously motivate 
employees to achieve their goals.  
1 2 3 4 5 
8.15 Culture of performance management is 
driven on a daily basis. 
1 2 3 4 5 
8.16 Positive relations between management 
and employees enable achievement of 
goals. 
1 2 3 4 5 
8.17 I understand the alignment between my 
work and organisational goals.  
1 2 3 4 5 
8.18 I know I can be disciplined and ultimately 
dismissed for non-performance. 
1 2 3 4 5 
8.19 I am confident that this PMDS is a fair and 
an unbiased system. 
1 2 3 4 5 
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ALIGNMENT BETWEEN PERFORMANCE OF INDIVIDUALS AND THE 
ORGANISATION 
No Item 
St
ro
ng
ly
 
D
is
ag
re
e 
D
is
ag
re
e 
N
eu
tr
al
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
9.1 I know ECLB’s vision and I contribute 
towards achieving it. 
1 2 3 4 5 
9.2 ECLB shares its strategic goals and 
objectives with employees. 
1 2 3 4 5 
9.3 I am clear about how my role fits into 
strategic objectives. 
1 2 3 4 5 
9.4 I strive to achieve the strategic objectives of 
ECLB. 
1 2 3 4 5 
9.5 My manager/supervisor sets clear 
objectives for me in line with ECLB 
strategy. 
1 2 3 4 5 
9.6 My performance agreement is in line with 
the strategic and annual performance plan 
of ECLB. 
1 2 3 4 5 
 
DETERMINING KEY PERFORMANCE AREAS (KPA’s) 
 
No  
 
St
ro
ng
ly
 
D
is
ag
re
 D
is
ag
re
e N
eu
tr
al
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
10.1 My KPA’s (key performance areas) are 
clearly defined and measured. 
1 2 3 4 5 
10.2 I participate in the process of developing 
KPA’s.  
1 2 3 4 5 
10.3 There is alignment between my KPA’s and 
my manager/supervisor’s KPA’s. 
1 2 3 4 5 
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10.4 All my work activities contribute towards 
achievement of my KPA’s. 
1 2 3 4 5 
10.5 My performance agreement has KPA’s 
that are specific to my core function.  
1 2 3 4 5 
10.6 My performance agreement has KPA’s 
that are common to other 
managers/supervisors KPA’s.  
1 2 3 4 5 
10.7 My job description clearly defines my role 
and responsibility. 
1 2 3 4 5 
10.8 There is alignment between my job 
description and my KPA’s. 
1 2 3 4 5 
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EMPLOYEE DEVELOPMENT 
No Item 
 
St
ro
ng
ly
 
D
is
ag
re
e 
D
is
ag
re
e 
N
eu
tr
al
 
A
gr
ee
 
St
ro
ng
ly
 
A
gr
ee
 
11.1 I know what skills and competencies are 
essential to perform my job. 
1 2 3 4 5 
11.2 During performance reviews my 
developmental needs are identified. 
1 2 3 4 5 
11.3 The identified developmental needs are 
always addressed. 
1 2 3 4 5 
11.4 Different interventions are applied (e.g. 
training courses internally or externally, 
self-study, job shadowing) to address 
developmental needs of employees. 
1 2 3 4 5 
11.5 I am given opportunities to learn and 
develop so as to expand my career 
options. 
1 2 3 4 5 
11.6 Non-performers are assisted to improve 
their performance.   
1 2 3 4 5 
11.7 Employees are dismissed due to non-
performance. 
1 2 3 4 5 
11.8 Employees are rewarded for good 
performance. 
1 2 3 4 5 
11.9 The most important reward for 
performance is in monetary terms. 
1 2 3 4 5 
 
I would like to thank you for your time and sincerity in participating in this 
study.  
Linda Tini 
Telephone: 072 3191 775 
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E-mail: ltini@webmail.co.za 
 
Appendix C - Factor Items with associated questions 
 
Factors Item No  Item Reverse 
F1 Q8-2 PMDS clarifies job expectation.  
F1 Q8-3 Can influence performance goals and standards.   
F1 Q8-5 My manager and I mutually agree how my 
performance will be measured.   
F1 Q8-6 PMDS enables me to obtain organisational 
support to develop my capacity and skills to meet 
what is expected of me.   
F2 Q8-1 Understand PMDS objectives. 
  
F2 Q8-4 Duties and responsibilities clearly defined. 
  
F2 Q8-10 I contribute to discussion about individual and 
team goals and objectives.   
F2 Q8-17 I understand the alignment between my work 
and organisational goals. x 
F2 Q8-19 I am confident that this PMDS is a fair and an 
unbiased system.   
F2 Q10-7 My job description clearly defines my role and 
responsibility.   
F3 Q8-7 I am continuously provided with feedback on my 
performance.   
F3 Q8-8 I only get feedback during performance reviews. 
X 
F3 Q8-9 Managers focus on performance, not personality 
during the performance review.  
? Q8-11 Supervisors and managers receive training on 
how to implement performance management 
system.   
F3 Q8-12 Feedback about my performance is also   
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Factors Item No  Item Reverse 
gathered from other superiors, subordinates, 
peers, suppliers or external clients. 
F4 Q8-13 My contribution to the organisation is recognised 
/ I feel recognised as an employee at ECLB.   
F4 Q8-14 Managers continuously motivate employees to 
achieve their goals.   
F4 Q8-15 Culture of performance management is driven on 
a daily basis.   
F4 Q8-16 Positive relations between management and 
employees enable achievement of goals.  
F4 Q8-18 I know I can be disciplined and ultimately 
dismissed for non-performance.   
F5 Q9-1 I know ECLB’s vision and I contribute towards 
achieving it. x 
F5 Q9-2 ECLB shares its strategic goals and objectives 
with employees. x  
F5 Q9-3 I am clear about how my role fits into strategic 
objectives.   
F5 Q9-4 I strive to achieve the strategic objectives of 
ECLB.   
F5 Q9-5 My manager/supervisor sets clear objectives for 
me in line with ECLB strategy.   
F5 Q9-6 My performance agreement is in line with the 
strategic and annual performance plan of ECLB.   
F6 Q10-1 My KPA’s (key performance areas) are clearly 
defined and measured.   
F6 Q10-2 I participate in the process of developing KPA’s. 
  
F6 Q10-3 There is alignment between my KPA’s and my 
manager/supervisor’s KPA’s.   
F6 Q10-4 All my work activities contribute towards 
achievement of my KPA’s.   
F6 Q10-5 My performance agreement has KPA’s that are 
specific to my core function.   
F6 Q10-6 My performance agreement has KPA’s that are   
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Factors Item No  Item Reverse 
common to other managers/supervisors KPA’s. 
F6 Q10-8 There is alignment between my job description 
and my KPA’s.   
F7 Q11-1 I know what skills and competencies are 
essential to perform my job.   
F7 Q11-2 During performance reviews my developmental 
needs are identified.   
F7 Q11-3 The identified developmental needs are always 
addressed.   
F7 Q11-4 Different interventions are applied (e.g. training 
courses internally or externally, self-study, job 
shadowing) to address developmental needs of 
employees. 
 F7 Q11-5 I am given opportunities to learn and develop to 
expand my career options.   
F7 Q11-6 Non-performers are assisted to improve their 
performance.   
F7 Q11-7 Employees are dismissed due to non-
performance.                                x 
F8 Q11-8 Employees are rewarded for good performance. 
 F9 Q11-9 The most important reward for performance is in 
monetary terms.   
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Appendix D  
Results for analysis of factors 
 
 
 
 
 
 
 
 
 
 
 
Table x.1: Central tendency & Dispersion: F1 to F9 (n = 42)
Factor Mean S.D. Minimum Quartile 1 Median Quartile 3 Maximum
F1 3.57 0.83 1.50 2.88 3.75 4.00 5.00
F2 3.65 0.73 2.33 3.04 3.83 4.13 5.00
F3 2.88 0.86 1.00 2.25 3.00 3.50 4.75
F4 3.14 1.02 1.00 2.40 3.30 4.00 5.00
F5 3.47 0.74 1.50 3.21 3.67 3.83 4.67
F6 3.31 0.86 1.57 2.75 3.29 4.00 5.00
F7 3.15 0.74 1.57 2.71 3.29 3.71 4.29
F8 4.00 1.08 1.00 4.00 4.00 5.00 5.00
F9 3.81 1.13 1.00 3.00 4.00 5.00 5.00
Table x: Frequency Distributions: F1 to F9 (n = 42)
 Mean S.D.
Very Negative
[1.0 to 1.8)
Negative
[1.8 to 2.6)
Neutral
[2.6 to 3.4]
Positive
(3.4 to 4.2]
Very Positive
(4.2 to 5.0]
F1 3.57 0.83 2 5% 4 10% 8 19% 19 45% 9 21%
F2 3.65 0.73 0 0% 4 10% 11 26% 17 40% 10 24%
F3 2.88 0.86 6 14% 9 21% 13 31% 12 29% 2 5%
F4 3.14 1.02 3 7% 9 21% 10 24% 15 36% 5 12%
F5 3.47 0.74 3 7% 2 5% 8 19% 23 55% 6 14%
F6 3.31 0.86 2 5% 8 19% 12 29% 12 29% 8 19%
F7 3.15 0.74 4 10% 6 14% 13 31% 17 40% 2 5%
F8 4.00 1.08 3 7% 1 2% 3 7% 21 50% 14 33%
F9 3.81 1.13 1 2% 6 14% 7 17% 14 33% 14 33%
In the table above [ and ] brackets indicate that the value is included; ( and ) brackets indicate that the value is excluded
e.g. [1.0 to 1.8) indicates the range greater than or equal to 1 and less than 1.8
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Appendix E Responses for each question 
 
               Table 1: Frequency Distributions: Q8 (n = 42) 
  Mean S.D. Strongly disagree Disagree Neutral Agree Strongly agree Total 
 Q8-1 3.98 0.95 1 2% 3 7% 4 10% 22 52% 12 29% 42 100% 
 Q8-2 3.88 0.92 1 2% 3 7% 5 12% 24 57% 9 21% 42 100% 
 Q8-3 3.40 1.25 5 12% 5 12% 7 17% 18 43% 7 17% 42 100% 
 Q8-4 3.81 0.80 1 2% 2 5% 6 14% 28 67% 5 12% 42 100% 
 Q8-5 3.86 0.90 0 0% 5 12% 5 12% 23 55% 9 21% 42 100% 
 Q8-6 3.14 1.18 6 14% 6 14% 8 19% 20 48% 2 5% 42 100% 
 Q8-7 3.17 1.41 7 17% 9 21% 4 10% 14 33% 8 19% 42 100% 
 Q8-8 3.19 1.44 7 17% 9 21% 4 10% 13 31% 9 21% 42 100% 
 Q8-9 3.48 1.19 3 7% 7 17% 7 17% 17 40% 8 19% 42 100% 
 Q8-10 3.40 1.31 6 14% 4 10% 7 17% 17 40% 8 19% 42 100% 
 Q8-11 2.79 1.00 6 14% 8 19% 17 40% 11 26% 0 0% 42 100% 
 Q8-12 2.07 1.02 14 33% 17 40% 5 12% 6 14% 0 0% 42 100% 
 Q8-13 3.05 1.51 11 26% 5 12% 5 12% 13 31% 8 19% 42 100% 
 Q8-14 2.98 1.35 8 19% 8 19% 9 21% 11 26% 6 14% 42 100% 
 Q8-15 2.79 1.32 11 26% 6 14% 8 19% 15 36% 2 5% 42 100% 
 Q8-16 3.10 1.41 9 21% 6 14% 5 12% 16 38% 6 14% 42 100% 
 Q8-17 3.83 1.08 2 5% 3 7% 7 17% 18 43% 12 29% 42 100% 
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Q8-18 3.81 1.11 1 2% 6 14% 6 14% 16 38% 13 31% 41 100% 
 Q8-19 3.12 1.35 8 19% 5 12% 9 21% 14 33% 6 14% 42 100% 
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Table 2: Frequency Distributions: Q9 (n = 42)  
  Mean S.D. Strongly disagree Disagree Neutral Agree Strongly agree 
   Q9-1 3.93 0.97 3 7% 1 2% 0 0% 30 71% 8 19% 
   Q9-2 3.33 1.30 6 14% 5 12% 7 17% 17 40% 7 17% 
   Q9-3 3.60 1.17 4 10% 4 10% 4 10% 23 55% 7 17% 
   Q9-4 3.67 1.24 6 14% 0 0% 5 12% 22 52% 9 21% 
   Q9-5 3.48 1.17 4 10% 6 14% 3 7% 24 57% 5 12% 
   Q9-6 3.50 1.15 5 12% 1 2% 10 24% 20 48% 6 14% 
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Table 3: Frequency Distributions: Q10 (n = 42)  
  Mean S.D. Strongly disagree Disagree Neutral Agree Strongly agree 
   Q10-1 3.60 1.31 6 14% 2 5% 5 12% 19 45% 10 24% 
   Q10-2 3.02 1.30 7 17% 9 21% 6 14% 16 38% 4 10% 
   Q10-3 3.12 1.27 7 17% 5 12% 11 26% 14 33% 5 12% 
   Q10-4 3.43 1.33 5 12% 6 14% 7 17% 14 33% 10 24% 
   Q10-5 3.64 1.16 3 7% 5 12% 5 12% 20 48% 9 21% 
   Q10-6 2.81 1.15 7 17% 9 21% 13 31% 11 26% 2 5% 
   Q10-7 3.74 1.13 2 5% 4 10% 9 21% 15 36% 12 29% 
   Q10-8 3.55 1.06 4 10% 1 2% 10 24% 22 52% 5 12% 
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Table 4: Frequency Distributions: Q11 (n = 42)  
  Mean S.D. Strongly disagree Disagree Neutral Agree Strongly agree 
   Q11-1 3.86 1.03 4 10% 0 0% 1 2% 30 71% 7 17% 
   Q11-2 3.52 1.13 4 10% 4 10% 5 12% 24 57% 5 12% 
   Q11-3 2.74 1.21 9 21% 8 19% 12 29% 11 26% 2 5% 
   Q11-4 2.76 1.23 9 21% 9 21% 8 19% 15 36% 1 2% 
   Q11-5 2.83 1.21 9 21% 6 14% 11 26% 15 36% 1 2% 
   Q11-6 2.83 1.27 10 24% 5 12% 11 26% 14 33% 2 5% 
   Q11-7 2.50 1.02 6 14% 16 38% 16 38% 1 2% 3 7% 
   Q11-8 4.00 1.08 3 7% 1 2% 3 7% 21 50% 14 33% 
   Q11-9 3.81 1.13 1 2% 6 14% 7 17% 14 33% 14 33% 
   
 
